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Abstract 
 
This thesis explores the lived experiences of public servants in the Canadian federal 
public service during organisational change to contribute to the organisational change 
literature by exploring and evaluating the factors to enhance readiness for change and 
by providing recommendations to further enhance readiness for change in the 
Canadian public service. 
 
The study is qualitative in design and uses a mixture of focus groups and interviews 
(n= 36 for main study and n = 5 for pilot study). It uses Interpretative Phenomenology 
Analysis (IPA) for data immersion and data engagement and thematic analysis with a 
critical realism philosophical approach to identify and analyse the findings and 
mechanisms within the change phenomenon. The study adopted an original bottom-
up approach to gather the “voice” of employees who are recipients of organisational 
changes, at three levels (managers, directors and non-managerial employees), as 
opposed to collecting the data from the change leaders who drive change initiatives 
in a hierarchical way in the public service. 
 
The study provides a contribution to methodology through its process of identifying 
the probable critical realism mechanisms for readiness for change. The study also 
provides a new conceptualised framework using the employee lens based upon the 
research findings and the probable mechanisms for readiness for change in the public 
service. This new conceptualised framework reflects the probable causes, motives and 
choices affecting readiness for change in the public service from the perspectives of 
the change recipients. The advantage of this new conceptualised framework is that it 
illustrates the cognitive, affective and behavioural aspects of change from the 
employees’ perspective. 
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In addition, the study makes various contributions through its findings including the 
existence of ambivalence of emotions (hope and fear) simultaneously, readiness for 
change not being dichotomous, powerlessness and helplessness of public servants 
causing them to hate their jobs, failures of organisational changes being partly due to 
lack of leadership which should be better defined and assessed, curiosity to be 
encouraged in organisations going through continuous organisational changes and the 
importance of peer support for the younger generation. Thus, the study provides the 
definition of a new term, perceived peer support. 
 
Finally, the study provides a comprehensive framework to help senior management 
and practitioners to understand the lived experiences of change recipients and to 
inform them of the factors to avoid and the factors to enhance to help change 
recipients better support organisational changes in the public service. 
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1 Introduction 
1.1 Organisational Change 
Constant shifts within and across the various domains of political, economic, social, 
technological, legal/regulatory, environmental, demographical and global arenas are 
straining organisations to change and to adapt rapidly for growth, success and 
sometimes even for survival. Moreover, the pace of change is accelerating because of 
the integration and intertwinement of these various domains with information 
technology to retrieve, store and transmit information for operational efficiencies and 
for exploiting new business models (Alavi & Yoo, 2009). Furthermore, a change in one 
domain results in changes in the other domains such that change becomes more 
complex to implement with a “planned” outcome. Paradoxically, change has become 
the only thing that is constant everywhere (Rothwell & Sullivan, 2005).  
 
Thus, it is not surprising that a review of the literature highlights the deep interest of 
both practitioners and academia in changes at the organisational level. A Google 
Scholar search about “organisational change theory” alone returns more than 1 million 
records with more than 300,000 of these records created within the past 10 years. 
According to Poole (2004), organisational change theories can be broadly classified as 
either theories of change to accent how organisations change due to the drivers of 
change or theories of changing to accent how to initiate and manage changes in 
organisations. Regardless of the classification, the body of knowledge on 
organisational change keeps growing day by day.  
 
Public service organisations, providing services to the public, used to be linked to 
stability until the last century (Osbourne & Brown, 2005) but have now become prone 
to regular re-organisations (Leach, 2009) to the extent that some call it a re-
organisation addiction in the United Kingdom (Elcock et al., 2010). Similarly, the 
federal public service, providing public services nationally, in Canada has not been 
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spared with re-organisations for the past 40 years (Hornstein, 2010; Dwivedi et al., 
2009). 
 
1.2 The Research Context 
The research presented in this thesis is in the Canadian federal public service and the 
following two sub-sections provide an overview of Canada and the Canadian federal 
public service.  
 
1.2.1 Overview of Canada 
Canada is the second largest country in the world based upon surface area and it 
spans across six time zones. The country is officially bilingual (English and French) 
and has a multicultural population of 33.5 million. The standard of living of Canada, 
like for any country, is dependent on the country’s ability to compete in the global 
economy. According to the World Economic Forum, the global competitiveness of 
Canada decreased from 10th place in 2010 to 15th place in 2016 to move slightly to 
14th place in 2017 (World Economic Forum Global Competitiveness Report, 2010, 
2016, 2017).  
 
The Conference Board of Canada, a not-for-profit organisation dedicated to 
researching and analysing economic trends as well as organizational performance and 
public policy issues, has stated that “Canada can improve its performance by making 
better use of its strong institutions, talented people, reliable infrastructure, and market 
efficiencies to innovate and commercialize new and improved products, services, and 
processes.” (2012a:1).  Significantly, the Conference Board further added that failure 
for Canada to do so will put its future prosperity in jeopardy (Conference Board of 
Canada, 2012b). 
 
With Queen Elizabeth II as its head of state, Canada is a Federal state governed as a 
parliamentary democracy and constitutional monarchy (Parliament of Canada, 2017b). 
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As illustrated by Figure 1, three levels of government co-exist in Canada. First, the 
Federal government regulates areas affecting the whole country; second, the 
Provincial government with its own laws regulates areas which are listed in the 
Constitutional Act of 1867; and finally, the Local or Municipal government 
administers a specific boundary such as city, town, village, region or district 
(Parliament of Canada, 2017a). The next section elaborates on the federal service   
 
 
Figure 1: Levels of Government in Canada 
 
1.2.2 Overview of Federal Public Service Sector 
The federal government consists of 20 federal departments, 7 agents of Parliament, 
67 statutory agencies and 17 other federal institutions (Treasury Board of Canada, 
Secretariat, 2017c). Each federal department is established through legislation and 
has a minister, elected by Canadians, to debate issues and to make decisions about 
the direction of public policies for that department. The minister works in tandem with 
the deputy minister, who is appointed by the prime minister, of the department. 
Figure 2 illustrates the hierarchical and bureaucratic structure of federal departments 
with its various layers of management under the deputy minister to ensure 
enforcement of laws and regulations, proper stewardship of resources, provision of 
needed programmes and services to Canadians and timely and reliable advice to 
ministers (Treasury Board Secretariat of Canada, 2010). 
 
Federal: Regulates areas 
affecting the complete 
country
Provincial: Regulates areas 
as per Constitutional Act 
of 1867
Local or Municipal: 
Administers a local 
boundary
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Figure 2: Hierarchical Structure of a Typical Public Service Department 
 
 
 
The Clerk of the Privy Council is the Head of the federal public service in Canada and 
he ensures that the Government of Canada has the policy, management and human 
resources capacity it needs to design and deliver high quality programs and services 
to and for Canadians. As at end of March 2016, the workforce of the federal 
government consisted of 258,979 employees, representing 0.08% of the Canadian 
population (Treasury Board Secretariat of Canada, 2017a). 76% of this workforce (or 
197,354 employees) was employed in the 20 federal departments (Treasury Board 
Secretariat of Canada, 2017a). However, since budget 2012-13, 17,000 positions were 
officially eliminated in the federal departments (Tellier & Emerson, 2013). Still, 
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according to the unions and other reports, more than 20,000 positions were actually 
eliminated (Canadian Centre for Policy Alternatives, 2013).  
 
Like the rest of the world, the global recession has had an effect on Canada and its 
public service and the electoral platform of the 2011 election was based upon the 
federal government eliminating Canada’s deficit before the federal election of 2015 
(Johnston, 2013). In addition, the Clerk of Privy Council has been putting pressure for 
the public service to change to allow Canada to better compete in the global economy 
over the past fifteen years (Privy Council Office, 2006, 2013, 2014, 2015, 2016). 
However, the focus has been continuously on public service renewal since the 1980s 
through various initiatives such as a modern and reliable comptrollership, human 
resources modernisation, and improved services including new delivery channels to 
Canadians, better decision-making and responsibility in spending (Dwivedi et al., 
2009). Renewal, however, implies that the bureaucratic public service can change and 
adapt readily to major and continuous changes.  
 
1.3 Research Aim and Objectives 
Organisational change in the Canadian Federal public service is complex with 
unpredictable outcomes and failures. Cognitive, affective and behavioural impacts on 
public service employees are significant because of the wide movement of resources 
and funding, elimination of activities and taking on new activities, organisation 
restructuring and the change of roles, identities and responsibilities.  
 
The implementation of the new public service pay system to replace an obsolete 40 
year old pay system for the federal public service and to centralise the pay system 
across the federal public service (Office of Auditor General Canada, 2018; Senate of 
Canada, 2018), the setting up of the Information Technology Shared Services to 
deliver infrastructure services to 43 government departments and agencies in a shared 
services model (Office of Auditor General Canada, 2015)  and the email transformation 
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initiative to centralise 400,000 email accounts and 63 email systems in the federal 
public service (CBC, 2016) are just some recent examples of a number of failed 
implementations due to a number of reasons. These reasons include poor planning 
and management, lack of stakeholders’ involvement, unmet business requirements, 
unmet service expectations, inability to get the planned efficiency and effectiveness, 
poor project management and lack of oversight (Office of the Auditor General Canada, 
2015, 2018). The reasons for failure provided by the Office of the Auditor General 
Canada are broad categories and could encompass other underlying factors. Due to 
the string of unsuccessful organisational change implementations, the Canadian 
federal public service has had to continue to operate in status-quo with incomplete 
implementations or to revert back failed implementations with high costs to taxpayers. 
This situation does not allow the public service to enable Canada to better compete in 
the global economy.  
 
While these examples could be regarded as mere national technological change, they 
challenge and replace key values and assumptions of the organisation with the 
implementation of completely different processes and model of operations by 
centralising information and resources which were always distributed across the 
federal public service. By the same token, whenever a new initiative is to be 
implemented, federal public servants (employees in the federal public service) are the 
ones who have to implement the initiative and these employees have to be ready for 
the initiative and support it.  As an example, the setting up of the Information 
Technology Shared Services involved moving human resources from the 43 
departments and agencies to the newly created department overnight without any 
notice (Office of Auditor General Canada, 2018). These employees, coming from 
various cultures, had to move to other offices physically and report to new bosses 
whom they would not meet for several months. In addition, some employees never 
knew to whom they reported to and had to work without instructions. Moreover, 
systems and processes had to be integrated without adequate procedures. Processes 
were lacking and not consistent throughout. Furthermore, the financial aspect and 
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business models were not ironed out when the new department was created and roles 
and responsibilities were not clear. 
 
Hatch (2004) suggested that radical changes challenge the status-quo of the 
organisation and that these changes have significant cognitive, affective and 
behavioural impacts on organisation’s stakeholders because they destroy and renew 
identity of organisational stakeholders. Therefore, organisation stakeholders need to 
understand the change, believe in the change and prepare mentally for the change in 
order to support the change effort (Bernerth, 2004). For successful change 
implementation, employees have to be ready for the change. Being ready for the 
change or readiness for change, as defined by Armenakis et al. (1993), is the cognitive 
state of organisational stakeholders to either support or resist the change effort based 
upon their individual and collective beliefs, attitudes and intentions.  
 
A gap in the organisational change literature, however, reveals that readiness for 
change was researched from the management’s (senior management and to a lesser 
extent middle management) perspective with three main weaknesses. First, it was 
assumed that management knew what employees needed to be ready to support the 
change. Second, it was assumed that what management needed was also what 
employees needed to prepare for the change. Third, it was assumed that employees’ 
requirements to implement the change successfully was known by management.  
 
Hence, research is scarce on the perspectives of employees during organisational 
change and what is needed to prepare and enable employees to successfully transition 
the change. Research is, furthermore, almost non-existent about organisational 
change in the public sector and it is non-existent from the employees’ perspective in 
the public sector. 
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1.3.1 Research Aim and Question 
This research study sets out to explore the experiences of employees who are going 
through organisational changes in the Canadian Federal public service so as to 
contribute to the organisational change literature by exploring and evaluating the 
factors to enhance readiness for change and by providing recommendations to further 
enhance readiness for change in the Canadian public service. 
  
In view of the poor track record of successful organisational change implementations 
in the Canadian public service, the researcher’s main question is “How do employees 
develop readiness for change in the Canadian public service?”. 
 
1.3.2 Research Objectives 
In order to achieve the aim of the research, a number of research objectives were 
developed: 
1. To perform  a critical review of key literature in relation to organisational 
change, readiness for change and the public sector;  
2. To explore and evaluate key features of employees’ readiness for change in the 
Canadian federal public service from the employees’ perspective and to provide 
an overview of the mechanisms of readiness for change within the federal 
public service; and 
3. To provide some recommendations to enhance employee support within the 
Canadian public service during organisational change to senior management. 
 
1.4 Research Methodology Overview 
The choice of the methodology for any research is important since the same research 
question can be examined from different perspectives or approaches with potentially 
different conclusions (Mingers, 2003). Approaches are linked to the study’s implicit 
and explicit philosophical assumptions about ontology or the way that the researcher 
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recognises objects and relations in existence; epistemology or the way that the 
researcher recognises, creates and represents knowledge; and axiology or the way 
that the researcher distinguishes the values in existence for the user of the study.  
 
The researcher used the critical realism approach as defined by Roy Bhaskar (Benton 
& Craib, 2011) since she has an objective ontology whereby reality exists independent 
of her cognition and a subjective epistemology (Ackroyd, 2010).  Furthermore, she 
adopted an emancipatory axiological position aligned with critical realism whereby she 
recognises her values and preconceptions and makes these explicit. In addition, the 
focus of the research is on the problems and situations as experienced by employees 
with employees in the foreground and management and other stakeholders in the 
background. Critical realism is well suited for her research study since it aims to explain 
and to understand to make the world better and to influence change agents (Van de 
Ven, 2007). 
 
While the research is focussed on readiness for change, the context of the 
phenomenon is during organisational transformations in the Canadian federal public 
service. Organisational transformation is an episodic large-scale change, driven by 
management, which moves an organisation to a new fixed state through a number of 
intentional planned steps (Weick & Quinn, 1999; Jian, 2007). The study does not focus 
on emergent smaller changes which assume that the organisation operates in a stable 
and predictable environment to allow it to change incrementally (Bamford & Forrester, 
2003). Rather, the focus is on organisation transformations when changes are planned 
by management to drastically change the status-quo within the public service. 
 
1.5 Study Contributions 
The study provides various contributions to knowledge and practice. First, it provides 
a contribution to methodology through its process of identifying the probable critical 
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realism mechanisms for readiness for change. The process of identifying critical 
realism mechanisms does not seem to have been adequately covered in the literature.  
 
The study also provides a new conceptualised framework using the employee lens 
based upon the research findings and the probable mechanisms for readiness for 
change in the public service. Thus, the new conceptual framework reflects the 
probable causes, motives and choices affecting readiness for change in the public 
service from the perspectives of the change recipients.  
 
In addition, the study makes various contributions through its findings. First, it 
identifies that ambivalence of emotions (hope and fear) simultaneously exists by the 
same individual while this has not been identified in the literature. Second, it shows 
that readiness for change is not a dichotomous state at the beginning of organisational 
changes as determined by the literature. Instead, readiness for change fluctuates 
throughout the change across a continuum. Third, it shows that public servants come 
to hate their jobs because they feel powerless and helpless during organisational 
changes. Fourth, contrary to the literature, it shows that the stages of powerlessness 
are not linear and sequential but that public servants can move from one stage to 
another and then back again in an iterative way. Fifth, it shows that failure of 
organisational changes in the public service tend to be due to a lack of leadership 
which should be better defined and assessed. Sixth, the study shows that peer support 
is important for the younger generation change recipients and that this has not been 
explored in the literature. In addition, the study provides a definition of perceived peer 
support which is not available from the literature. Seventh, the study suggests that 
curiosity should be encouraged in organisations going through continuous 
organisational changes. Eighth, the study suggests that job embeddedness may 
account for the difference between the support needed and the resilience of younger 
and older public servants. Ninth, the study identifies that while social comparison 
during organisational changes exists, it does not seem to have been explored in the 
literature. 
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Finally, it provides a comprehensive framework to help senior management and 
practitioners to understand the lived experiences of change recipients and to inform 
them of the factors to avoid and the factors to enhance to help change recipients 
better support organisational changes in the public service.  
 
1.6 Structure of the Report 
This section provides an outline of the thesis report which contains eight chapters 
organised in a logical order based upon their specific purposes but linked across 
together with a number of supported appendices. 
 
Chapter 1 – Introduction 
Chapter 1, this chapter, provides an overview of the research including the aims of 
the research, the research questions being studied, the theoretical framework and the 
research methodology used. 
  
Chapter 2 – Literature Review 
Chapter 2 provides a review of existing theory and relevant literature related to the 
topics of organisational change, readiness for change and the public sector. It 
examines the theoretical and research issues related to the study and provides an 
initial conceptual framework for change from the literature review. 
 
Chapter 3 – Research Methodology 
Chapter 3 presents the methodological approach and methods used to answer the 
research question. It provides the justification why a critical realism approach has 
been used. A justification of the data collection methods of interviews and focus 
groups is also provided. The chapter, in addition, outlines the procedures that were 
developed to conduct the techniques for data gathering and analysis together with 
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the research issues of generalizability, reliability, trustworthiness and ethical 
considerations. 
 
Chapters 4 – 7 Analysis and Findings 
Chapters 4, 5 and 6 present the analysis and findings from the data collection phase 
and thematic analysis. Each of these three chapters present one of the three themes 
that emerged from the research study together with a discussion of the themes. The 
various research findings are considered to address the research question and 
integrated with the literature review. Building on these three chapters, chapter 7 
presents the probable mechanisms for readiness for change and provides and new 
conceptualised framework from the employee lens based upon the likely critical 
realism analysis mechanisms.  
 
Chapter 8 – Conclusion 
Chapter 8 is the final chapter and it presents the implications for knowledge and 
practice and provides some recommendations for the public service. It also presents 
a critical evaluation of the study with suggestions for work to be developed as future 
research. 
 
1.7 Chapter Summary 
This chapter provided an overview of the research study including its aims, its research 
question, its theoretical framework and its methodology. The study is using the critical 
realism philosophy to capture the voice of the change recipients in the public service 
to explore the mechanisms for readiness for change and to provide some 
recommendations to enhance readiness for change in the Canadian public service. 
Chapter 2, the next chapter, provides an overview of the literature review specific to 
the research question. 
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2 Literature review 
Introduction 
A literature review provides a critical and succinct snapshot (Bell, 2010) of the research 
topic from relevant literatures to highlight the gaps and key issues to be addressed as 
part of the research study (Hart, 2018; Ridley 2012). This chapter, hence, provides a 
review of the relevant literature to highlight the conceptual and theoretical issues as well 
as the gaps that underpin the concept of readiness for change in the public service.  
 
The chapter starts with a section on the broader topic of organisational change which is 
then narrowed to readiness for change in the second section. It then continues with a 
section on the public service with respect to organisational change. Finally, it provides an 
initial conceptual framework for change from the reviewed literature for the research 
design and methodology. 
 
2.1 Organisational Change 
This section, on organisational change, contains six sub-sections. First, it begins with a 
sub-section on the need for change to set the context for organisational changes. Second, 
it highlights the various theories of organisational change over the years. Third, it 
provides a sub-section on failure of organisational change despite the various theories 
about organisational change. Fourth, it provides a summary of the complexity of 
organisational change. Fifth, it provides an overview of some popular change models that 
are available to deal with complex organisational change to avoid failure if change 
implementation. Finally, it concludes with a sub-section on resistance to change by 
individuals. 
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2.1.1 Need for change 
Constant shifts within and across the various domains of political, economic, social, 
technological, legal/regulatory, environmental, demographical and global arenas are 
straining organisations to change and to adapt rapidly for growth, success and sometimes 
even for survival. The pace of change is increasing because of the integration and 
intertwinement of these various domains with technology. A change in one domain brings 
a resulting change in the other domains such that change becomes more complex to 
implement or to have a “planned” outcome. Paradoxically, change has become the only 
thing that is constant everywhere (Rothwell & Sullivan, 2005).  
 
This may explain why theories about organisational change abound over the years in both 
academic and popular literatures. A Google search on organisational change theory 
currently returns more than 2 million pages with more than 60,000 books from Google 
books. Google Scholar, similarly, returns more than 1 million records from a simple search 
on organisational change theory with more than 300,000 of these records from the past 
10 years. This body of knowledge on organisational change is increasing day by day.  
 
2.1.2 Theories of Organisational Change 
While some can argue that organisations existed for several thousands of years as early 
as when Moses delegated authority to other tribes of Israel based upon his father in law’s 
instructions in 1491 B.C. or when general Sun Tzu acknowledged that troops had to be 
organised hierarchically for proper inter-organisational communication and planning in 
500 B.C., Adam Smith in the Wealth of Nations (1776) proposed an optimal way to 
arrange a factory with the division of labour. The modern organisation was born and 
Taylor (1916) added rigour to organisations with “The principles of scientific 
management”. Even though that these principles provided a systematic approach to 
organisational change, there is not one organisational theory that predominates.  
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Various organisational change theoretical approaches, borrowing ideas from different 
disciplines (such as biology, physics, ecology, sociology and psychology) exist (Burke, 
2010). The debate on theoretical approaches is still ongoing since authors of 
organisational change theories have different conceptions of the organisation with respect 
to factors such as “how change works” (Smith & Graetz, 2011; pp. 1), planned or 
emergent change approaches (Burnes, 2004; Cummins & Worley, 2004)  or, as argued 
by Demers (2007), on a series of factors such as the environment in which organisations 
operate, the ultimate reason for change, the model to be used for change, the nature of 
the change, how change is to be driven, who is to drive the change, the expected result 
of change and how much free will management has. Thus, organisations change theories 
span over a broad range of ideologies (Burnes, 2004; Demers, 2007; Smith & Graetz, 
2006; Cummins & Worley, 2004; Burke, 2010).  
 
2.1.2.1 Organisation and Environment 
Some researchers argue that organisations are flexible open systems with exchange of 
information and resources with its environment (Cummings & Worley, 2004; Burnes, 
2004). Hence, organisational change is about adaptation to the environment and 
management, as a strategic analyst (Bourgeois, 1984), has to find a fit between 
exploration and exploitation (March, 1996). Demers (2007) argues that rational 
adaptation theoretical approaches of organisational change such as contingency theory 
(Burns & Stalker, 1961), resource dependency theory (Pfeffer & Salancik, 1978) and 
strategic choice theory (Child, 1972) use this view of the organisation since management 
has control over environmental constraints that would impact the technical expertise of 
the unitary entity of the organisation. Management will, thus, adapt the functions of the 
organisation rationally to return the organisation back to stability. Smith & Graetz (2011), 
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nevertheless, add that rational adaptation approach focuses on manageable components 
of change only and that it ignores pressures from the external environment.  
 
Similarly, the life-cycle approach of change (Chandler, 1962) portraits management as 
having control over change but the organisation is likened to a living organism that 
evolves through a series of stages (Hanks, 1990) for existence, survival, success, renewal 
and decline (Lester et al., 2003). This theoretical approach promotes change only when 
the fit with the environment is so bad that it cannot be sustained (Hanks, 1990) and it 
neglects planned change (Smith & Graetz, 2011). 
 
On the other hand, change in the institutional approach (DiMaggio & Powell, 1983; Meyer 
& Rowan, 1977), is seen to be initiated because of industry pressure instead of 
management initiating it. The objective of change is for the loosely-coupled organisation 
to gain legitimacy, stability, success and survival by adopting new institutional practices 
and norms appropriate to its field. Since the industry controls the change, the 
organisation is not able to compete on its sole advantages.  
 
While the population ecology approach (Hannan & Freeman, 1984) evolved from biology 
like the life-cycle approach, it is closer to the institutional approach because it views 
change as initiated by the market. However, this approach portraits organisations as 
similar throughout the industry because organisations copy each other and compete for 
the same resources in the industry. Weaker organisations die to the detriment of stronger 
ones if they cannot follow such that the remaining organisations become inertial 
eventually. 
 
Finally, in the series of theoretical approaches focussing on the organisation and its 
environment is the system complexity approach to change since authors of this approach 
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argue that systems consist of many interacting parts and that the behaviour of the main 
system cannot be derived just by looking at the parts or at the interactions of parts. The 
approach recognises that systems and their parts are in flux and that chaos and 
innovation co-exist (Thietart & Forgues, 2011). The approach adopts alternative 
viewpoints to changes which are planned to seek equilibrium or changes which are 
selected because of the competitive landscape for adaptation (Stacey, 1995). Instead, it 
embraces non-equilibrium with chaotic dynamics and change can be implemented in all 
the parts and system at once. Thus, this approach evolved from various disciplines such 
as mathematics, biology, physics and computer science to manage chaotic changes 
through self-organisation. The two main theories in this approach are chaos theory 
(Thietart & Forgues, 1995; Cheng & Van de Ven, 1996) and complex adaptive system 
(CAS) theory (Stacey, 1995) which can bring a sudden major change by just changing a 
small part of the system. The main weakness of this approach is that it is not possible to 
keep track of the organisational variables and their relationships. 
 
2.1.2.2 Focus on People 
Yet, some theoretical approaches discard the organisation and environment in their focus 
but instead they focus on the transitioning people through the change. The interpretative 
approach focusses on change using an interpretative perspective (Isabella, 1990; 
Bartunek, 1984; Gioia & Chittipeddi, 1991; Dutton & Jackson, 1987) with the actors in 
the centre to get the required affective responses and behaviours from the actors. The 
interpretative approach adopts a process of giving sense to the change by the change 
leader and a process of making sense of the change by the change recipient. Hence, the 
approach discards the other aspects of the organisation in the change elaboration and 
implementation. 
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Contrary to the interpretative perspective which focuses the change at the individual level, 
the cultural approach of change (Schein, 1985; Gagliardi, 1986; Meyerson & Martin, 1987; 
Hatch, 1993) use a sociological perspective with shared values, norms, assumptions and 
patterns to focus the change at the group level. This approach appeals with its top-down 
symbolic and emotional management of collective beliefs, values and norms but it is 
difficult to manage (Demers, 2007) because of the complexity of getting everyone in the 
organisation on the same wavelength. 
 
Then again, the political theoretical approach of change (Kanter, 1983; Quinn, 1980; 
Pettigrew, 1985) focuses on power relations, conflict, empowerment and continuous 
negotiations among individuals and groups to drive the change process. The critical 
management theories of change (Alvesson & Deetz, 2013; Hardy & Clegg, 2013; Boje & 
Winsor, 1993) can be also included in this theoretical approach of change since critical 
management exposes domination and promotes political action and emancipation. Smith 
& Graetz (2011), however, suggest that the political approach may cause confusion 
because the purpose of the change may not be clear. Thus, this approach may handicap 
the change implementation due to the confusion throughout the organisation. 
 
In sum, theoretical approaches to change are various based upon the perspectives of the 
authors. Table 1 below summarises these approaches. March (1981) remarks that while 
theories of change depict organisations in action differently, the theories themselves are 
not that different. Hence, these theories may not be in conflict with each other but may 
provide a complementary view of organisational change. 
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Theoretical 
Approach 
Considerations Critique Comments 
Rational 
adaptation 
▪ Management as strategy analyst 
▪ Required to find fit between exploration 
and exploitation 
▪ Objective is to return to stability 
▪ Ignores external 
environment 
pressures 
▪ Includes 
contingency 
theory, resource 
dependency 
theory and 
strategic choice 
theory. 
Life-Cycle ▪ Organisation is like a living organism 
(existence, survival, success, renewal 
and decline) 
▪ Management has control over the change 
▪ Neglects 
planned change 
▪  
Institutional ▪ Change initiated by market pressure 
▪ Loosely-coupled organisation 
▪ Objective is to gain legitimacy, stability, 
success and survival through industry 
norms and practices 
▪ Cannot use 
competitive 
advantage 
▪  
Population 
ecology 
▪ Change initiated by market pressure 
▪ Similar organisations throughout the 
market 
▪ Weaker ones die and organisations 
become inertial eventually 
▪  ▪  
System 
complexity 
▪ Natural selection because everything is in 
flux and chaos and innovation can co-
exist 
▪ Embraces non-equilibrium and chaotic 
dynamics 
▪ All parts and system can change 
simultaneously 
▪ Cannot track 
organisational 
variables and 
their 
relationships 
▪ Includes chaos 
theory and 
complexity 
adaptive system 
theory  
Interpretative ▪ Uses processes of sense giving and 
sense making 
▪ Works at the individual level (psychology) 
▪ May not 
consider other 
change aspects 
▪  
Cultural ▪ Focus at group level to create shared 
values, norms, assumptions and patterns 
▪ Top-down approach to create symbols 
and collective beliefs, values and norms 
▪ Can be difficult 
to manage 
▪  
Political ▪ Focus on power relations, conflict, 
negotiations, emancipation and 
empowerment. 
▪ May handicap 
implementation 
because of 
unclear goals 
▪  
Table 1: Summary of Change Theoretical Approaches adapted from Smith & Graetz (2011) and from 
Demers (2007) 
Legend: 
Theoretical approaches in blue background focus on the organisation and the environment. 
Theoretical approaches in orange background focus on people. 
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2.1.3 Failure of Organisational Changes 
While organisational change theories abound, the rate of organisational change failure 
seems to be high. However, even though there is some controversy about the exact rate 
of failure of organisational changes (Hughes, 2011; Candido & Santos, 2015), Smith 
(2002) highlights that the rate of failure may be different for different types of 
organisational changes.  
 
To demonstrate, Smith (2002) reviewed 49 reports and classified them into 10 categories 
of organisational changes to be able to analyse the sampling used and the median success 
rate per category (see Table 2).  The first category of changes, strategy deployment, 
whereby organisational capabilities are created or modified were deemed to have the 
highest median success rate at 58%. The second group, restructuring and downsizing of 
organisations by modifying the organisation structure and reducing assets and workforce, 
was suggested to have a median success rate of 46%. The median success rate of the 
third group, technology changes, to introduce new hardware and software, was 
suggested to be 40% based upon the 5 reports and the project management key 
performance indicators. The fourth group comprised a mixture of change efforts which 
could not be classified in the other 9 categories and this group was suggested to be 
having a median success rate of 39% followed by the fifth group of Total Quality 
Management (TQM) at 37%. The sixth group, mergers and acquisitions, was deemed to 
have a success rate of 33% while the seventh group, re-engineering and process design 
of new business process or update of existing process, was suggested to have a 30% 
median success rate.  
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Table 2: Summary of Organisational Change Success Rate from Smith (2002: 27) 
 
This success rate corroborates the rate of failure of 50%-70% of re-engineering initiatives 
as suggested by Hammer & Champy (1993). It may also be why several studies refer to 
the 70% rate of failure without elaborating on this rate.  
 
Based on the classification, Smith (2002) suggested that the group with the lowest rate 
of success at 19% was cultural change initiatives that are to modify enduring behaviours 
of employees. He, however, cautioned that the standard used to define success rate was 
not the same across the 49 studies. This was also supported by Hughes (2011) who 
examined 5 studies with a reported 70% success rate. He indicates that the reliability of 
the success or failure rate was dubitable and he even questions whether this rate has a 
useful meaning if all the stakeholders were not asked to comment on the success of the 
change. Unfortunately, there does not seem other study, apart Smith (2002), to review 
organisational change failure rates and to classify them into categories. 
 
Classifying organisational change has merit since it helps to establish common 
understanding about the type of change that is being referred to. Hence, several 
researchers have tried to categorise organisational changes into various levels or types 
to highlight the complexity of organisational changes. 
  
22 
 
 
 
2.1.4 Topology of Organisational Changes  
This sub-section provides the various ways that organisational changes are classified to 
situate the category of change in the public service and the type of change that the study 
focuses on. Golembiewski et al. (1976) and Golembiewski (2002) use a three levels’ 
classification of organisational change based upon how participants perceive their world 
with the change. First, alpha change is the least complex organisational change since it 
involves incremental change with constant change progress, variables and measurement.  
Participants’ perception of reality remains fairly stable. An example of an alpha change 
would be upgrading a system with minor versions of a software to make the software 
more stable without adding major functionalities. Second, beta change involves variable 
change progress and changing variables and measurement. Again, taking the software 
development context, a beta change would be an upgrade of the software with a major 
version that modifies existing functionalities and add new functionalities. Users would 
need to change their business processes with the upgrade. Third, a gamma change 
involves, in addition to a beta change, a paradigm shift in the way that things are done 
and about how individuals conceptualise their world. An example would be the 
replacement of several disparate systems in an organisation with an enterprise resource 
planning system that integrates all functions of the organisation. Thus, this involves 
thinking of new ways of doing things to be efficient and transforming all the business 
processes with modified or different user roles.  
 
Other authors used different groupings to classify organisational changes. Weick & Quinn 
(1999) categorise organisational changes into two levels based upon duration and scope. 
They called them continuous and episodic changes. Continuous changes are ongoing, 
emerging and micro changes in the environment while episodic changes or sporadic and 
discontinuous changes that are planned. Weick & Quinn (1999) also suggest that 
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organisations need to execute both episodic and continuous changes to survive. Likewise, 
Tushman & O’Reilly (1996) argue that organisations evolve by going through incremental 
changes for a period of time followed by discontinuous or revolutionary change.  
 
Hill & Collins (2000) also uses two levels based upon duration and scope of the change 
to classify organisational changes but they define four transitionary states instead. 
Organisational changes with great impact or large scope automatically take longer and 
these fall into the revolutionary zone. These changes are termed radical changes or 
organisation transformation while the incremental changes remain in the evolutionary 
zone because their scope is lesser. Francis et al. (2003) use the same definition as well 
but modify the terminology slightly by renaming radical changes to radical organisational 
transformation. 
 
Similarly, Sheldon (1980) classifies organisational change into two levels based upon the 
degree of evolution and the scope of the change to have adaptation and paradigm 
changes. Hence, adaptation is defined as a change that is organic with limited 
modification of the organisation to regain efficiency whereas paradigm change is defined 
as a change that has wide impact on the organisation and is discontinuous. These levels 
are akin to Kindler (1979) incremental and transformational changes which are based 
upon the level of turbulence of changes. According to Kindler (1979), incremental 
changes cause slight variations along an established framework whereas transformational 
changes cause in-depth variations that involve reconfiguration and discontinuity of the 
original system. Bartunek & Moch (1987) uses suchlike definitions but instead uses first-
order changes for incremental changes in the established framework and second-order 
changes for changes in the framework itself. 
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Nadler & Tushman (1989), on the other hand, uses the term incremental changes for 
those changes that impact individual components and strategic changes for changes that 
impact the whole organisation to reshape or break it. However, in addition to the scope 
dimension, they added the dimension for whether the change is in response to an event 
or in anticipation of an event. Thus, they came up with four levels of change based upon 
these two dimensions. First, tuning is an incremental change to anticipate events. Second, 
adaptation is an incremental change to respond to external events. Third, reorientation 
is a strategic change to anticipate future events. Finally, fourth, re-creation is a strategic 
change that is needed to respond to external events.  
 
Yet, Anderson & Ackerman-Anderson (2001) classify changes into three types of changes 
based on the purpose of the change. First, developmental changes are improvement to 
improve skills, knowledge, practice or performance through training and process 
improvement. Second, transitional changes are to fix a problem by redesigning the 
strategy, structures, systems and processes, technology or work practices. However, this 
type of change does not involve change of culture. Third, transformational changes are 
for survival of the organisation which otherwise would die or to grow by repositioning the 
organisation anew. They, hence, suggest that the level of complexity for developmental 
changes is 1, 2 for transitional changes and 1 to 4 for transformational changes. 
 
In sum, no matter how the authors classify organisational changes, they come up with a 
term for changes that are used to give the organisation an impetus to recreate itself or 
reposition itself completely once in a while. This level is termed gamma change 
(Golembiewski et al., 1976; Golembiewski, 2002), transformational change (Kindler, 
1979; Anderson & Ackerman-Anderson, 2001), paradigm change (Sheldon, 1980), 
second-order change (Bartunek & Moch, 1987), strategic change (Nadler & Tushman, 
1989), recreation (Nadler & Tushman, 1989), discontinuous change (Tushman & O’Reilly, 
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1996), episodic change (Weick & Quinn, 1999), radical change (Tushman & O’Reilly, 
1996; Hill & Collins, 2000), organisation transformation (Hill & Collins, 2000) and radical 
organisational transformation (Francis et al., 2003). This level of organisational change is 
the one that is mostly studied because it is the most complex as it involves changes to 
strategy, processes, structure, culture and technology all at once. The current study also 
focuses on this type of change in the public service. 
 
2.1.5 Common Change Models 
In view of the complexity of organisational changes, several change models have been 
elaborated over the years to provide process steps and success factors for better change 
implementations to minimise failures. According to Armstrong (2014), “change models 
explain the mechanisms for change and the factors that affect its success” (pp. 633). 
Since change models provide the big “what” is needed for changes to be effective, they 
may impact readiness for change. 
 
The most classical change model is attributed to Lewin (1951) and consists of three stages 
of unfreezing the organisation’s status quo by creating uncertainty, changing the 
organisation and its approach to look at things after resolving the uncertainty and 
refreezing the organisation once the change is implemented and has started to stabilise 
to make the change permanent. However, Cummings et al. (2015) argue that Lewin did 
not elaborate this model but that Lewin contributed only to the first stage since there is 
no mention of the other stages in the work of Lewin.  
 
Nonetheless, this model, attributed to Lewin, remains the most popular and has been 
used by other researchers to come up with various versions of it (Armstrong, 2014; 
Rothwell & Sullivan, 2005; Mento et al., 2002).  
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Kotter (1995), on the other hand, provided another popular change model with 8 stages 
(see Figure 3) to help “reduce the error rate” of change implementations (pp. 8). 
According to Kotter (1995), failure is often caused by managers who do not treat the 
change as a process with multiple steps and who omit steps in the change process. Thus, 
Kotter (1995) argues that organisations should first build a sense of urgency that the 
change is needed. Second, organisations should create a group of people who are 
committed to the change and who have enough power to lead the change. Third, the 
leader must craft a vision to channel the change efforts with appropriate strategies. 
Fourth, the leader must communicate the vision and, together with the group leading the 
change, act congruently with the change efforts. Fifth, the group leading the change must 
remove barriers to the vision and empower others to follow. Sixth, the group leading the 
change must set up the reward system so that employees can be recognised for their 
efforts. Seventh, the group leading the change must monitor the change implementation 
and adjust it accordingly for complete implementation. Finally, the group leading the 
change must establish the change as a normal practice by embedding the new behaviours 
and norms in the organisation with supporting training, development and succession 
plans.  
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Figure 3: Kotter’s Eight Steps to Transforming Your Organisation, 1995, pp. 6 
 
Beer et al. (1990) similarly argue that managers have key roles in change implementation 
and that senior managers should just provide the desired vision and let the managers 
and others implement the vision since senior managers do not quite understand what is 
needed for change implementation. According to Beer et al. (1990), successful change 
implementation is a process with six stages requiring “commitment, co-ordination and 
competency” (pp. 1). Their required six steps are to build a commitment to change by 
common problem diagnosis, to develop a vision shared throughout the organisation to 
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ensure that the organisation remains competitive, to promote agreement of the new 
vision with the required competency to implement it and cohesiveness of the group to 
advance the implementation, to encourage teamwork and collaboration to disseminate 
the change, to institutionalise the change implementation with updated systems and 
structures and to monitor and tweak the change implementation in case of issues.  
 
Other popular models include the one from Ulrich (1998) with 7-steps and the one from 
Anderson & Anderson Ackerman (2001) with 9-steps. However, these change models are 
quite similar (see Table 3) since they all have phases of planning and designing for when 
organisations need to elaborate and communicate out the vision or new reality of the 
organisation based upon an imperative, implementation when a team is to develop the 
tools and strategies to enable employees to go through the change across the 
organisation to perform the required changes throughout the organisation and post-
implementation for when the team has to fine-tune the implementation and make the 
change permanent after implementation. It does not seem to matter which change model 
is used for organisational change as long as the various stages are followed as part of 
the chosen model. Thus, the detailed steps for organisational changes are what mattered. 
 
While change models, as frameworks, provide the outline that suggest what is needed to 
make changes successful, they do not provide the details of what should be done and 
how change should be done throughout the three stages. Hence, they provide limited 
value to the current study on readiness for change. 
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 Planning and 
Designing 
Implementation Post-
Implementation 
Lewin, 1951 1. Unfreeze 2. Movement 3. Refreeze 
Beer et al. 
(1990) 
1. Mobilize commitment 
to change through 
joint diagnosis of 
problems. 
2. Develop a shared 
vision of how to 
organize and manage 
to achieve goals such 
as competitiveness. 
3. Foster consensus for 
the new vision, 
competence to enact 
it, and cohesion to 
advance it. 
4. Spread revitalization 
to all departments 
without pushing it 
from the top. 
5. Institutionalize 
revitalization 
through formal 
policies, systems 
and structures. 
6. Monitor the 
revitalization 
process, adjusting 
in response to 
problems. 
Kotter, 1996 
Kotter, 2002 
1. Establish a sense of 
urgency 
2. Form a powerful 
guiding coalition 
3. Create a vision 
4. Communicate the 
vision 
5. Empower others to 
act on the vision 
6. Plan for and create 
short-term wins 
7. Consolidate 
improvements and 
produce still more 
change 
8. Institutionalise 
new approaches 
Ulrich, 1998 1. Lead change 
2. Create a shared need 
3. Shape a vision 
4. Mobilize commitment 
5. Change systems 
and structures 
6. Monitor progress 
7. Make change last 
Anderson & 
Ackerman 
Anderson 
(2001) 
1. Prepare to Lead the 
Change. 
2. Create Organizational 
Vision, Commitment, 
and Capacity. 
3. Assess the Situation 
to Determine Design 
Requirements. 
4. Design the desired 
state. 
5. Analyse the impact. 
6. Plan and organise 
the implementation. 
7. Implement the 
change. 
8. Celebrate and 
integrate in the 
new state. 
9. Learn and course 
correct. 
Table 3: Some Common Change Models 
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2.1.6 Resistance to Change 
The planning and designing stage of organisation change seems to be important since 
various researchers (Oreg, 2006; Erwin & Garman, 2010; Prochaska et al., 2001; Del Val 
& Fuentes, 2003) argue that change failure is often due to poor planning and design of 
the change that cause resistance to change by employees. Resistance “can be viewed as 
an outcome, a process, a motivation, or a quality of attitudes or people” (Tormala & 
Perry, 2013, pp. 66). Resistance, as an outcome, is about the individual not changing his 
attitude or changing his attitude in a counter way from the persuasive proposal (Johnson 
& Smith-McLallen, 2013). Resistance, as a process, is about the various mechanisms used 
by the individual to avoid the persuasive proposal to change his attitude (Briñol et al., 
2013). As a motivation, resistance is about aiming to prevent the change in attitude 
(Tormala & Perry, 2013). Resistance, as a quality, refers to the description of certain 
individuals and attitudes that remain the same despite the persuasive proposal (Tormala 
& Perry, 2013). 
 
Accordingly, Knowles & Lin (2013) argue that resistance can be viewed as having four 
related faces with affective, cognitive and behavioural aspects. First, resistance can be 
seen as reactance when the individual perceives that there is an attempt to influence him 
and that the change proposal is limiting his choice alternatives. The individual then 
displays an affective reaction of “I don’t like it” or a motivation reaction of “I won’t do it”. 
Second, resistance can be seen as distrust when the individual impacted by the change 
doubts the motive of the change proposal. The individual’s reaction can be affective as 
“I don’t like it” or cognitive as in “I don’t believe it”. Third, resistance can be seen as 
scrutiny when the individual receiving the change proposal takes time to carefully analyse 
all aspects of the proposal and thoroughly question the proposal. The reaction is cognitive 
as in “I don’t believe it”. Finally, resistance can be seen as inertia when the individual 
receiving the change stays put as if there is no change. 
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On the other hand, Bovey & Hede (2001) contend that resistance to organisational 
change is due to employees’ unconscious response to psychic danger arising from their 
feelings of anxiety, stress and job insecurity (Ashford et al., 1989). Furthermore, Bovey 
& Hede (2001) categorised the response to psychic danger as either adaptive or 
maladaptive. Employee’s adaptive response can be through humour or through emotions 
and consideration of realistic solutions by anticipating the result of the danger. 
Maladaptive response is, however, varied and can range from the employee denying the 
painful reality and his experience of the change; the employee dissociating himself from 
the environment or the perception of himself; the employee isolating his feelings about 
the origin of the danger from the change; the employee wrongly attributing to someone’s 
else his unacceptable feelings, impulse and thoughts about the change; and the employee 
acting out rather than reflecting on his feelings.  
 
Moreover, Meyer & Hamilton (2014) claim that employees have different comfort level 
with change and, further, argue that employees may have a more positive outlook of 
organisational change when they are in control of their actions and the outcomes of the 
change. Thus, employees may tend to resist change if they do not feel that they are 
autonomous. Autonomy is one of the five core job characteristics (Hackman & Oldham, 
1980) and contributes to the feeling of being responsible of work outcomes. The four 
other characteristics are skill variety, task identity, task significance and feedback from 
the job. The first three contribute to the feeling of meaningfulness at work while feedback 
from the job contributes to knowing the results of the work activities. Together the five 
core characteristics result in high internal work motivation, high growth satisfaction, high 
job satisfaction and high work effectiveness. Hence, during organisational change, 
maintenance or enhancement of the five job characteristics are to be considered to 
prevent negative impacts on employees and resistance to change. In addition, Petrou et 
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al. (2016) argue that all jobs have both a demand aspect and a resource aspect. Thus, 
any job demands physical or psychological effort that use resources for completing the 
work goals and for offsetting the costs of the demands. Consequently, resources enhance 
work motivation while demands either affect employee’s health or increase work 
motivation if the employee sees the demands as challenging work. Job demands are 
higher during organisational change with increased risk of negatively affecting employee’s 
health and causing burnout (Demerouti et al., 2001). Furthermore, Michel & Gonzáles-
Morales (2014) illustrate with various studies that organisational change can affect mental 
health, physical health and work-related well-being of both employees and managers. 
 
Yet, others (Piderit, 2000; Ford et al., 2008) claim that the literature on resistance to 
change only provide the unilateral perspective of management without understanding the 
perspective of employees. Moreover, Knowles & Linn (2013) state that resistance is 
legitimate and that it provides valuable information about why the recipients are not 
agreeing with the message. Furthermore, Dent & Goldberg (1999) propose to discard the 
term of resistance to change since individuals resist loss from the organisational change 
but not the change itself.  
 
2.2 Readiness for change 
This section contains three sub-sections. Readiness for change is first defined followed 
by two sub-sections on the predictors and moderators of readiness for change 
respectively. 
 
2.2.1 Definition of Readiness for Change 
Armenakis et al. (1993) recommend using the term readiness for change instead of 
resistance to change since readiness for change captures the dynamics of change and is 
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made up of employees’ beliefs, attitudes and intentions to either resist or support the 
change. Thus, managing readiness for change is more important than using a particular 
change model for successful change implementation. 
 
Several researchers have since then provided alternate definitions for readiness for 
change (Eby et al., 2000; Jansen, 2000; Holt et al., 2007) while others have come up 
with alternate terms such as commitment to change (Herscovitch & Meyer, 2002; Jarros, 
2010; Neves & Caetano, 2009; Chawla & Kelloway, 2004), openness to change (Miller et 
al., 1994, Wanberg & Banas, 2000) and willingness to accept change (Mignonac, 2008; 
Erwin & Garman, 2010; Vakola, 2014) to express similar concept but with slightly different 
foci. To illustrate, commitment to change is defined as the force or mindset that obliges 
employees to do what is needed for the change to be successful (Meyer & Herscovitch, 
2002) and readiness for change is defined as the cognitive state of employees to either 
support or resist the change effort based upon their individual and collective beliefs, 
attitudes and intentions (Armenakis et al., 1993). Then, mindset would seem to include 
the beliefs, attitudes and intentions of individuals. Thus, both terms seem to be alluding 
to the same construct. Similarly, Miller et al. (1994) define openness to change as to the 
condition necessary to support for the change together with a positive affect about the 
result of the change for this support. Again, the openness to change seems to be alluding 
to similar construct to readiness for change since it encompasses the support of the 
change together with the affective state about the change.  A summary of definitions for 
readiness for change, commitment to change and openness to change is provided in 
Table 9 in Appendix B. While the term willingness to accept change is used widely in 
research articles, it does not seem to have a definition that allows comparison. 
 
Thus, even with different foci, the term and definition used do not seem to matter 
because these terms all corroborate. Regardless of the term used, employees need to 
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support the change effort for successful organisational change implementations (Piderit, 
2000). For the purpose of the current study, the researcher is standardising on the 
definition of readiness for change from Armenakis et al. (1993) since this definition is the 
one that is used most in the organisational change literature. 
 
Various research studies (Armenakis et al., 1993 ; Gravenhorst et al., 2003; 
Bouckenooghe et al., 2009; Brown & Humphreys, 2003; Devos et al., 2007; Eby et al., 
2000; Hanpachern et al., 1998; Holt et al., 2003; Madsen et al., 2005; Covin & Kilmann, 
1990; Oreg & Berson, 2011; Del Val & Fuetes, 2003; Lizar et al., 2015; Wanberg & Banas, 
2000; Miller et al., 1994) and conceptual papers (Buono & Kerber,2010; Nesterkin et al., 
2013; Rafferty et al., 2012; Rusly et al., 2012; Appelbaulm, Degbe et al.,2015; Weiner, 
2009; Gilley et al., 2009; Smith, 2005) are available to suggest the key elements for 
creating support for organisational changes. However, most of them are conducted in the 
private sector and studies focussing on public administration are almost non-existent. 
 
To determine what makes readiness for change, the researcher adopted a process 
perspective since it allows the acknowledgement that all things are related to each other 
(Langley & Tsoukas, 2012). In addition, ““processes” is important for uncovering and 
understanding the underlying causal mechanisms in a predictor-mediator-outcome logic” 
(Fisher et al., 2016, pp.1726). To clarify, according to Baron & Kenny (1996), “a 
moderator is a qualitative (e.g., sex, race, class) or quantitative (e.g., level of reward) 
variable that affects the direction and/or strength of the relation between an independent 
or predictor variable and a dependent or criterion variable” (pp. 1174). Hence, readiness 
for change is the outcome and its predictors would be the independent variables (inputs) 
that would directly impact the level of readiness for change. As an example, taking the 
qualitative study of Fedor et al. (2006), the predictors are change fairness and change 
favourableness to produce the outcome of commitment to change. This study suggests 
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that by increasing the perception of employees that the change is being conducted in a 
fair way and that the change is favourable to them, the organisation would get increased 
commitment for change from its employees.  
 
In addition, Baron & Kenny (1996) argue that a moderator relationship is supported if the 
interaction of the moderator and the predictor is significant, i.e. path c in Figure 4 below. 
The moderator, moreover, can either be a dichotomy, such that it is present or absent, 
or it can be a continuous variable. In the Fedor et al. (2006) study’s example, the 
moderator is organisational commitment.  
 
 
Figure 4: Moderator Model, Baron & Kenny (1996, pp. 1174) 
 
The researcher analysed various studies on readiness for change to expose the predictors 
and moderators of readiness for change.  Her analysis is provided in Table 10 in 
Appendix B.  
 
To find commonality and frequency of predictors and moderators across studies, the 
researcher input the details of Table 10 in the software MAXQDA11 for computation and 
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further analysis. While the expected outcome of readiness for change is similar across 
studies, the predictors and the moderators are not the same across the studies. The 
frequency analyses are depicted in Figure 5 and Figure 6 and the various predictors 
and moderators are elaborated on in the next two sections.  
 
2.2.2 Predictors of Readiness for Change 
2.2.2.1 Communication and Information 
Communication, in term of its appropriateness, information quantity, consistency and 
persuasiveness, seems to be the most popular predictor of readiness for change across 
the studies (Armenakis et al., 1993; Bouckenooghe et al., 2009; Devos et al., 2007; Holt 
et al., 2003; Rafferty et al., 2012; Weiner, 2009; Colvin & Kilmann, 1990; Gilley et al., 
2009; Stanley et al., 2005; Del Val & Fuetes, 2003; Smith, 2005; Schneider et al., 1996; 
Gravenhorst et al., 2003).  
 
Moreover, according to Klein (1998), communication about organisational change needs 
to happen throughout the change and communication messages need to provide the 
rationale of the change, the progress of the change and impact of the change. The author 
further states that the message should be clear and relevant to the recipients such that 
repetition through various media, including face to face communication, will cause 
memorisation of the message. Similarly, Lewis (2011) argues that communication should 
be provided throughout the change to disseminate information to reduce employees’ 
uncertainty by providing required information to decrease confusion, to solicit input to 
empower employees and to allow employees to socialise the messages among 
themselves for meaning which is established through interaction with others (Jabri et al., 
2008). 
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2.2.2.2 Participation and Involvement 
Participation or involvement of employees in the organisational change (Armenakis et al., 
1993; Bouckenooghe et al., 2009; Eby et al., 2000; Marsden et al., 2005; Rafferty et al., 
2012; Appelbaum, Degbe et al., 2015; Colvin & Kilman, 1990; Smith, 2005) followed 
closely communication. Furthermore, Lines (2004) illustrated that participation of 
employees in organisational change increase organisational commitment and decrease 
resistance to change. However, Sagie & Koslowsky (1996) established that it was 
employees’ participation in tactical change, as opposed to their participation in strategic 
decisions, which increase change acceptance. 
 
 
Figure 5: Frequency of Predictors for Readiness for Change 
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2.2.2.3 Management 
Management is frequently mentioned in the readiness for change studies as a predictor 
for readiness for change but in different ways throughout the studies. Bouckenooghe et 
al. (2009) suggest that readiness for change is increased if management has a positive 
attitude towards change. Likewise, Colvin & Kilman (1990) argue that visible commitment 
from management about the change increases readiness for change. On the other hand, 
improved relationship between management and employees and providing opportunities 
to employees interact with management seem to increase readiness for change 
(Schneider et al., 1996; Del Val & Fuentes, 2003; Hanpachern et al., 1998). In addition, 
Devos et al. (2007) show, in a small simulation, that having trust in upper and lower 
management increases readiness for change. Similarly, Stanley et al. (2005) argue that 
lack of trust in management increased the intentions of employees to resist change and 
decreased readiness for change.  
 
2.2.2.4 Support 
Supporting employees through the change is also frequently argued to increase readiness 
for change (Gravenhorst et al., 2003; Bouckenooghe et al., 2009; Buono & Kerber, 2010; 
Eby et al., 2000; Colvin & Kilman, 1990; Schneider et al., 1996). However, Bouckenooghe 
et al. (2009) highlight that support from supervisors seem to increase readiness for 
change while the other studies argue that having a support infrastructure from the 
organisation seem to increase readiness for change. Eisenberg et al. (2001) and Rhoades 
& Eisenberger (2002) show that employees reciprocate with positive behaviours if they 
perceive that the organisation is providing them with a supportive environment, also 
termed as perceived organisational support (POS). Thus, in times of change, it is likely 
that employees would be better receptive of the change if they perceive support from the 
organisation. Furthermore, Eisenberger et al. (2002) demonstrated that perceived 
support from supervisor (PSS) contribute to perceived organisational support (POS). 
  
39 
 
 
Thus, employees would be more readily support change if they receive support from their 
organisation as well as from their supervisors. 
 
2.2.2.5 Leadership 
Leadership is suggested as a predictor for increasing readiness for change either by 
having the required skillsets (Covin & Kilman, 1990; Gilley et al., 2009) or by having the 
required style of leadership (Oreg et al., 2011; Appelbaum, Degbe et al., 2015) to lead 
the change. Yet, Appelbaum, Degbe et al. (2015) argue that it is not one particular style 
of leadership that is required but that a mixture of leadership styles is needed throughout 
the change implementation. On the other hand, Oreg et al. (2011) suggest that the traits, 
values and behaviours of leaders can reduce employees’ intentions to resist the change 
and increase readiness for change. 
 
Interestingly, a number of leadership theories or perspectives exist (Yukl, 2013; Alvesson 
& Spicer, 2011; Daft & Lane, 2011; Western, 2013). Various authors have come up with 
alternate theories of leadership such as transactional leadership (Bass, 1990), 
transformation leadership (Bass, 1990), charismatic leadership (Lewin et al., 1939; 
Conger & Karungo, 1987; Stone et al., 2004), participative leadership (House, 1975), 
servant leadership (Greenleaf, 2007; van Dierendonck, 2017) shared leadership (Pearce 
et al., 2002; Pearce et al., 2008) and sustainable leadership (Hargreaves, 2007; Avery & 
Bergsteiner, 2011; Strachan et al., 2014). The definitions of these leadership theories are 
provided in Table 4. However, Alvesson & Spicer (2011) claim that the existence of the 
number of leadership theories and perspectives is confusing to some people. 
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Transactional 
Leadership 
“Transactional leadership refers to the exchange relationship between leader and 
follower to meet their own self-interests. It may take the form of contingent reward 
in which the leader clarifies for the follower through direction or participation what 
the follower needs to do to be rewarded for the effort. It may take the form of active 
management-by-exception, in which the leader monitors the follower's 
performance and takes corrective action if the follower fails to meet standards. Or 
it may take the form of passive leadership, in which the leader practises passive 
managing-by-exception by waiting for problems to arise before taking corrective 
action or is laissez-faire and avoids taking any action.” (Bass, 1999) 
Transformational 
Leadership 
“Transformational leadership refers to the leader moving the follower beyond 
immediate self-interests through idealized influence (charisma), inspiration, 
intellectual stimulation, or individualized consideration. It elevates the follower's 
level of maturity and ideals as well as concerns for achievement, self-actualization, 
and the well-being of others, the organization, and society.” (Bass, 1999) 
Charismatic 
Leadership 
“as referring to a leader who has charismatic effects on followers to an unusually 
high degree. These effects include devotion, trust, unquestioned obedience, 
loyalty, commitment, identification, confidence in the ability to achieve goals, and 
radical changes in beliefs and values.” (House, 2005) 
Participative 
Leadership 
“Participative leadership is characterized by a leader who consults with 
subordinates, solicits their suggestions and takes these suggestions seriously into 
consideration before making a decision.” (House & Mitchell, 1975) 
Servant Leadership “a multidimensional leadership theory that starts with a desire to serve, followed by 
an intent to lead and develop others, to ultimately achieve a higher purpose 
objective to the benefit of individuals, organisations, and societies” (van 
Dierendonck, 2017) 
Shared Leadership “Leadership that emanates from the members of teams, and not simply from the 
appointed team leader” (Pearce et al., 2002) 
Sustainable 
Leadership 
“Sustainable leadership embraces aspects of humanistic management in that it 
includes valuing people and considering the firm as a contributor to social 
wellbeing. These practices form a self-reinforcing leadership system that enhances 
the performance of a business and its prospects for survival” (Avery & Bergsteiner, 
2011). 
 
“advocates that organisations should shift emphasis from a traditional singular 
focus on finances, to a view that organisations are contributors to wider 
environmental and social influences that exist” (Strachan et al., 2014) 
Table 4: Definition of Leadership Theories 
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From these theoretical definitions, the common characteristic of is that there must to be 
a leader, followers and recipients of leadership. However, the process of how to make 
the followers follow the leader, what the recipients receive from the leader and the 
timeframes for the outcomes differ across the theories. 
 
Moreover, Van Wart (2003) argues these theories span through the era of great man 
based upon historical leadership figures in pre-1900s; trait theory or importance of natural 
leadership talents from 1900 to 1948; contingency theory based upon the situational 
context from 1948 to 1980s; transformational theory based upon leaders’ capacity to 
make deep changes from 1948 to the present; servant theory based upon the ethical 
obligations of the leaders to various communities from 1948 to the present; and 
multifaceted theory based on a blend of the previous theories from 1990s to the present 
in view of the need for various models to gear towards productivity and customer service. 
Thus, according to Van Wart (2003), the present dominant theory is a mixture of previous 
theories and the author further argues that while these leadership theories have been 
assimilated in the private sector over the years, it has not been the case in the public 
service which has been lagging with unsuccessful reforms. As a result, it is this mixture 
of leadership theories that has been integrated in public administration leadership theory. 
But, in view that the definition of leadership is itself quite elusive, the integration of these 
theories in the public service has been problematic and the proper integration has yet to 
materialise. This lack of integration is also evidenced by the small number of public 
administration leadership articles over the past 25 years (Chapman et al., 2016). 
 
2.2.2.6 Trust 
Trust is defined as the “willingness of a party to be vulnerable to the actions of another 
party based on the expectation that the other will perform a particular action important 
to the trustor, irrespective of the ability to monitor or control that other party” (Mayer et 
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al., 1995, pp. 712) and it is important in any relationship (Brower et al., 2009). Having 
trust in the leader and management reduces employees’ negative intentions (Dirks & 
Ferrin, 2002).  In addition, various authors suggest that having trust in various 
organisational parties lead to increased readiness for change. Thus, having trust in the 
person leading the change (Bouckenooghe et al., 2009), in management (Stanley et al., 
2005; Devos et al., 2007; Schneider et al., 1996) or even in peers as part of an improved 
group dynamics and work environment (Eby et al., 2000; Hanpachern et al., 1998) are 
posited as predictors of readiness for change.  
 
Moreover, according to Whitener et al. (2006), employees perceive the trustworthiness 
of management through their behaviours namely the consistency and integrity of their 
behaviour, the delegation and sharing of control, the accuracy and openness of 
management communication and management demonstration of concern for its 
employees. Thus, this suggests that management should pay attention to how employees 
view its behaviour during organisational change since employees would likely not support 
the change if management is not seen to behave in a moral, open and consistent way 
with accurate communication and concern for its employees. In addition, Zigarmi et al. 
(2018) argue that the intentions of employees to remain in the organisation and to 
support the organisation are related to the positive emotional trust in the leader because 
of their emotional bonds and connections while their intentions to use discretionary efforts 
to support organisational outcomes are related to the cognitive trust, based upon rational 
reasons, in the leader. 
 
2.2.2.7 Process 
Pettigrew et al. (2001) argue that organisational change processes should be viewed as 
continuity and change and, thus, as “sequences of individual and collective events, 
actions, and activities unfolding over time in context” (pp. 700) to eliminate fragmentation 
  
43 
 
 
across the organisation. In the readiness for change literature, an improved human 
resource management process (Weiner, 2009) particularly the change process is posited 
as a common predictor for readiness for change (Gravenhorst et al., 2003; Bouckenooghe 
et al., 2009, Rafferty et al., 2012). Bouckenooghe et al. (2009) define the change process 
as including the management of the quality of change, management of communication, 
provision of supervisor support, perception of the attitude of top management and 
involvement and participation. However, Gravenhorst et al. (2003) include other change 
process attributes such as the management of goals and strategy of the change, the 
management of the technological aspects, the management of tensions within and 
between groups in the organisation, the management of the timing of the process, the 
management of the supply of information, the management of generation of support for 
the change, the definition of the role of change managers, the definition of the role of 
line managers, the management of expected outcome and the management of support 
for change. Yet, Rafferty et al. (2012) refer to participation, communication and 
leadership for the change processes impacting readiness for change. Thus, the change 
process is not consistently defined throughout the reviewed literature. However, 
Woodman & Bartunek (2014) remark that the change process is extensive with potentially 
numerous individual, group and organisational attributes’ interactions. 
 
Moreover, while various researchers argue that organisational change is multi-level with 
interactions from various parts (Rafferty et al., 2012; Appelbaum, Degbe et al., 2015; 
Rusly et al., 2012), Devos et al. (2007) propose that the structure, content and process 
elements of the change influence readiness for change separately. 
 
2.2.2.8 Capabilities and Skillsets 
Furthermore, having the necessary capabilities or skillsets to change at individual level 
(Rusly et al., 2012; Lizar et al., 2015; Hanpachern et al., 1998), at group’s level (Eby et 
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al., 2000), at manager and leader’s level (Gilley et al., 2009) or at organisational level 
(Smith, 2005) seem to contribute to increased readiness for change. In addition, Del Val 
& Fuertes (2003) suggest that by reducing the gap between the existing capabilities and 
the required capabilities to change can contribute to increased readiness for change. 
While the authors argue about capabilities for effective change, they do not expand on 
these capabilities.  
 
However, the focus group study, of 1040 participants from 100 organisations, by 
Longenecker et al. (2007) show that the primary reasons for managerial failure in 
changing organisations were linked to their capabilities. The lack of capabilities are 
ineffective communication skills and practices, poor work relationships and interpersonal 
skills, failure to clarify directions and performance expectations, failure to adapt and break 
old habits, failure to delegate and empower, inability to develop cooperation and 
teamwork, inability to lead and motivate others, poor planning practices and reactionary 
behaviour, failure to monitor actual performance and to provide feedback, failure to 
remove barriers and roadblocks, failure to  and inability to use critical resources properly. 
In addition, their focus group study pointed also to character issues such as lack of 
personal integrity and trustworthiness, ego, attitude and indifference. 
 
2.2.2.9 Self-Efficacy 
Linked to capabilities is perceived self-efficacy which is defined as “people's beliefs in 
their capabilities to mobilize the motivation, cognitive resources, and courses of action 
needed to exercise control over events in their lives.” (Wood & Bandura, 1989, pp. 364). 
Organisational change necessarily implies stressors in the changing work environment 
(Terry & Jamieson, 2003) and employees have to find the resources to cope with the 
stress. Eby et al. (2000) and Lizar et al. (2015) argue that higher readiness for change is 
produced by increasing employees’ self-efficacy for employees to believe that they are 
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capable to go through the change. Furthermore, “efficacy beliefs include not only personal 
self-efficacy but also perceived collective efficacy…extends the conception of individual 
human agency to collective agency, that is, people’s shared beliefs in their collective 
power to produce desired results” (Salanova & Llorens, 2011, pp. 256). However, 
Wanberg & Banas (2000) argue that it is change self-efficacy that promotes higher 
readiness for change and they define change self-efficacy as the “individual's perceived 
ability to handle change in a given situation and to function well on the job despite 
demands of the change” (Wanberg & Banas, 2000, pp. 134). Furthermore, based upon 
their study, they recommend that management provide enough training to employees 
and reinforce employees’ confidence in being capable to reconcile with the demands of 
the change to lower resistance to change. 
 
2.2.2.10 Training 
Both Smith (2005) and Schneider et al. (1996) also argue in their conceptual papers that 
training is a must in order to increase readiness for change because training helps with 
changing the organisation culture and beliefs and it helps employees to deliver based 
upon the expectations from the change. Furthermore, Smith (2005) argues that in 
addition to training and development, role modelling and team building are required to 
increase readiness for change. The impact of training on change of beliefs and culture is 
however questionable since Henderson & McMillan (1993) highlight, based upon their 
case study of the NHS, that training may not induce and maintain change in organisation 
culture and beliefs. In addition, these authors argue that training participants may be 
more open to change because they feel more valued due being sent to the training event 
but not because of the training content. Thus, training may be providing a “Hawthorne 
effect” of short duration. 
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2.2.2.11 Past changes 
Another common predictor for increased readiness for change seems to be situational 
when employees have had a good experience of organisational changes in the past 
(Nesterkin et al., 2013; Devos et al., 2007; Weiner, 2009). These authors posit that 
employees, on introduction of a new change, remember past organisational changes and 
this activates moods and emotions that they felt previously. Thus, if employees have had 
a good experience of organisational change in the past, they would be more open to the 
change and will show an increased readiness for change as a result. 
 
2.2.2.12 Beliefs 
Rafferty et al. (2012), furthermore, argue that the collective beliefs of employees that the 
change is required increases readiness for change because employees negotiate the 
meaning of change together over time to support it while Lizar et al. (2015) argue that it 
is the employees’ beliefs that they are able to perform the required work activities for the 
implementation of the change together with the alignment of the roles of employees and 
the beliefs that increase readiness for change. Thus, belief that change is required by the 
group and belief of individual self-efficacy may enhance readiness for change. 
  
2.2.2.13 Anxiety 
On the other hand, Appelbaum, Degbe et al. (2015) in their conceptual paper, argue that 
employees experience anxiety because they anticipate the potential intensity and impact 
of the change on them and that employees will show less resistance to change and an 
increased readiness for change if the organisation reduces employees’ anxiety during the 
change. In the same line, Gilley et al. (2009) argue, in their conceptual paper, that 
resistance to change can be decreased and readiness for change increased by changing 
behaviours of employees through stress management programs for employees during the 
change and by the organisation creating a culture of change. 
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2.2.2.14 Perceptions 
Additionally, perceptions as a predictor or as a moderator seem to play an important role 
in producing readiness for change. Gravenhorst et al. (2003) assert that both employees’ 
perception about the organisation condition for change and employees’ perception of the 
process for change have an impact on their capacity to change. Similarly, Covin & Kilman 
(1990) maintain that employees’ perception that the change is indeed needed increases 
readiness for change. In addition, Armenakis et al. (1993) show that perceiving that the 
change is urgent and perceiving that the change can be done have an impact on readiness 
for change. Moreover, Hanpachern et al. (1998) suggest that the perception of the energy 
required mentally and physically can impact readiness for change.  
 
2.2.2.15 Other Predictors 
Finally, some authors suggest some unique predictors that others did not mention for 
enhancing readiness for change. These predictors can be classified in four categories. 
First, the nature of the change on readiness for change seems to matter since 
Gravenhorst et al. (2003) argue that a shorter duration of organisational change enhances 
readiness for change and Nesterkin et al. (2013) argue that the frequency of 
organisational changes impact readiness for change. Second readiness for change may 
be impacted by the type of organisation and its management but this links back to 
capabilities as a predictor for readiness for change. Hence, Bouckenooghe et al. (2009) 
argue that readiness for change depends on the type of organisation and its climate for 
successful change implementation while Schneider et al. (1996) maintain that a strong 
management enhances readiness for change. Third, the personality of employees 
appears to also impact readiness for change. Thus, Wanberg & Banas (2000) argue that 
self-esteem and optimism enhance readiness for change whereas Rafferty et al. (2012) 
suggest that individual risk tolerance impacts readiness for change. Fourth and lastly what 
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the change leader do may enhance readiness for change. Therefore, to enhance 
readiness for change, the change leader is to hide the change by gradually implementing 
it and by using non-threatening language (Gilley et al., 2009), control cynicism (Stanley 
et al. 2005), perform role modelling and sensegiving (Smith, 2005), involve line managers 
(Holt et al. 2003), link the reward system to the change process (Colvin & Kilman, 1990), 
minimise organisational politics and disagreement among groups (Del Val & Fuentes, 
2013) and minimise role ambiguity and increase organisational identification (Miller et al., 
1994).  
 
2.2.3 Moderators of Readiness for Change 
Various transformation processes or “moderators” (Fisher et al., 2016) are suggested for 
readiness for change including those that were proposed as predictors of change such as 
availability of quality information (Miller et al., 1994; Holt et al., 2003), perceptions 
(Gravenhorst et al., 2003; Covin & Kilman, 1990; Armenakis et al., 1993; Hanpachern et 
al., 1998), self-efficacy  (Rusly et al., 2012; Lizar et al., 2015; Hanpachern et al., 1998; 
Eby et al., 2000; Gilley et al., 2009; Smith, 2005), and collective beliefs (Rafferty et al., 
2012; Lizar et al., 2015). 
 
2.2.3.1 Beliefs 
Both Rafferty et al. (2012) and Rusly et al. (2012), in their respective conceptual papers, 
suggest that readiness for change can be increased through positive individual and group 
beliefs to change and affective responses to change. Weiner (2009), on the other hand, 
suggest that belief is important but that it is through the shared employees’ belief that 
they can implement the change (change efficacy) and through change commitment that 
readiness for change is increased. 
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2.2.3.2 Perceptions 
Perceptions are mentioned a few times as a moderator for readiness for change but these 
perceptions differ by study. Thus, Armenakis et al. (1993) argue that readiness for change 
is increased through both perception for the necessity of the change and perception of 
the feasibility of change. Gravenhorst et al. (2003) seem to be suggesting the same thing 
by arguing perception of employees about both the state of the organisation and the 
change process can increase change capacity and readiness for change. On the other 
hand, Hanpachern et al. (1998) argue that readiness for change is increased through the 
perception of employees about their load because employees spend energy mentally and 
physically through the change. In other words, readiness for change seems to be 
promoted if employees perceive that the change will not consume a lot of their energy. 
 
2.2.3.3 Commitment 
Fedor et al. (2006) argue that employees’ commitment to the organisation moderates 
employees to commit to the change and, hence, to increase readiness for change. 
However, both Weiner (2009) and Smith (2005) in their conceptual papers suggest that 
readiness for change is increased only through employees’ commitment to the change 
and not through commitment to the organisation. Yet, both increased commitment to 
change and increased readiness for change seem to be alluding to the same construct as 
mentioned previously. Thus, this does not seem to be a valid moderator to enhance 
readiness for change. 
 
2.2.3.4 Participation 
Participation is thought to moderate the decrease of resistance to change and the 
increase of readiness for change (Appelbaum, Degbe et al., 2015). Moreover, Rafferty et 
al. (2012) also conceptualise that it is through the change management process which 
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includes communication, participation and leadership that readiness for change is 
moderated. 
 
2.2.3.5 Learning 
Learning has been found to promote openness to change (Crouse et al., 2011). Buono & 
Kerber (2010) suggest that increase to change capacity and readiness for change are 
moderated through continuous learning and adjustment while Appelbaum, Degbe et al. 
(2015) posit that decrease to resistance to change and increase to readiness for change 
are moderated through learning. The latter argue that learning is critical for successful 
change and for adapting to market realities. On the other hand, Armenakis et al. (1993) 
link participation with learning since through participation in the organisational change, 
individuals acquire vicarious learning to adapt to the new environment.  
 
2.2.3.6 Self-Efficacy 
In addition to self-efficacy being suggested to be a predictor of readiness for change 
(Rusly et al., 2012; Lizar et al., 2015; Hanpachern et al., 1998; Eby et al., 2000; Gilley et 
al., 2009; Smith, 2005), it is also suggested to be a moderator to increased readiness for 
change (Buono & Kerber, 2010; Weiner, 2009). 
 
2.2.3.7 Positivity 
Some researchers posit the emotional aspects such as positive group emotion (Rafferty 
et al., 2012), enthusiasm (Smith, 2005), positive energy (Hanpachern et al., 1998) and 
triggering of past emotions (Nesterkin et al., 2013) as moderators for readiness for 
change. Organisational change implies stress because of the stressors from the changing 
working environment and employees see organisational change as an important life event 
(Terry & Jamieson, 2003). Positivity may help with coping with organisational change 
since, as illustrated by Tugade & Fredrickson (2004), individuals who are more resilient 
  
51 
 
 
have higher positive emotionality and are more able to bounce back from negative 
situations. In addition, Fredrickson et al. (2008) suggest that positive emotions and 
personal psychological resources have a positive reciprocity relationship such a way that 
if positive emotions are increased, personal psychological resources are also increased to 
provide greater emotional well-being over time. 
 
2.2.3.8 Other Moderators 
Moreover, some researchers suggest some moderators for change based upon their 
studies that are not common across studies. Brown & Humpreys (2003) suggest that 
readiness for change is moderated by sensemaking of employees and sensegiving by the 
leader. Rusly et al. (2012) posit that alignment of the organisation through culture, 
climate and structure is a moderator of readiness for change. Moreover, in their 
conceptual paper, Nesterkin et al. (2013) suggested that with frequent changes, 
readiness for change is reduced but is moderated by the triggering of past moods and 
emotions. The breakdown of the moderators, as per the reviewed literature, is 
represented in Figure 6. 
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Figure 6: Frequency of Moderators for Readiness for Change 
 
 
In sum, various predictors and moderators are suggested for readiness for change but 
they are not the same across studies. While some studies have slightly common predictors 
and moderators, other studies have specific predictors and moderators for readiness for 
change. This means that confusion still exists about readiness for change and how 
readiness for change is promoted. 
 
In addition, the studies for readiness for change were conducted mostly in the private 
sector. While there is still an ongoing debate about whether the context of public service 
is similar to that of the private sector, the researcher elaborates on the public service in 
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the next section and how organisational changes in the public service is different from 
those in the private section. 
 
2.3 Public Service 
This section covers the differences and similarities of the public service and the private 
sector and highlights the importance of the differences for organisational change.  
 
The public service is often being criticised and commented upon for its inefficient service 
delivery, ineffective policies and incoherent decision-making (de Vries, 2016) and this 
even more so when it is time for citizens to pay taxes. Some even question whether a 
public service is needed and how the public service is different from the private sector. 
However, Johnston Miller & McTavish (2014) argue that in democratic states, politicians 
are elected by citizens to articulate policies to represent the interests of citizens while a 
neutral and impartial public service is to implement these policies as directed by the 
elected politicians in a series of discussions during elaboration, implementation and 
evaluation of the policies in an iterative way. While public servants have to be accountable 
to the government of the day for programme delivery and implementation of policies, 
they have to maintain their neutrality and be non-partisan as a pre-condition of their jobs 
to treat citizens with fairness and equity regardless of the citizens’ political opinions, 
inclinations, race, gender and orientations (Matheson et al., 2007). The delineation of the 
roles of the elected politicians and the public servants, therefore, legitimise the existence 
of a public sector. Nonetheless, the public service has been asked to adopt the reckoned 
superior private sector management practices across the world since the 1980s (Savoie, 
2015). All the same, the public sector is “publicness” since it is influenced by the political 
authority to a great extent (Bozeman & Bretschneider, 1994).  
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Allison (1980), in a seminal paper, reflected on the differences and similarities of the 
public and private sectors. He summarised the common functions of general management 
under three categories. First, strategy which comprises of objectives and priorities setting 
and operational planning. Second, managing internal components including organising 
and staffing, personnel directing and management, and performance control. Third, 
managing external constituencies which involves dealing with external units throughout 
the organisation, dealing with independent organisations from other branches and 
government and dealing with the press and the public to ensure approval of actions. 
However, Allison (1980) noted 10 differences between the two sectors which are 
somewhat still valid nowadays. First, the public service has a shorter focus which is 
prescribed by the political calendar and needs while the private sector management works 
towards longer period of market development, innovation and investment. Second, the 
highest level of government officials is politically appointed and typically has a short 
service length in the organisation. Top private managers on the other hand can stay 
within their organisations for a very long time. Third, the performance measurement of 
the highest level of officials in the government is not specific while the top private 
managers are appraised using a variety of indicators such as financial return, market 
shares, etc. Fourth, the highest level of officials appointed politically work in conflict with 
the lower levels of the public service which has most of its members unionised including 
a big portion of the middle managers. Thus, all the organisational processes in the public 
service have to abide to the contractual documents of the various unions. In the private 
sector, management is not unionised and have greater latitude in managing subordinates 
even if these subordinates are unionised. Fifth, public service management has to deal 
with equity management of the different constituencies while private sector management 
focuses on efficiency and competitive performance. Sixth, public service is more exposed 
to public scrutiny including its internal processes while the private sector is more “private” 
and does not even have to disclose its internal processes to the public. Seventh, top 
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public service management has to deal regularly with the press and the media with their 
decisions anticipated by the press because of the political environment. As posited by 
Christensen et al. (2000), "Politics is not merely a question of distributing goods and 
burdens by making decisions efficiently; it is also about interpreting experiences in such 
a way that people's goals, values, beliefs, attributes and opinions are influenced and their 
sympathies and antipathies shaped" (pp. 16). All stakeholders have to be satisfied with 
the answers provided in the press and this is a balancing act for public sector managers.  
Top private sector management does not have to report on the content, process and 
timing of their decisions in the press as often as their counterparts. Eighth, public service 
managers need to reconcile decisions arising from various types of pressures and to 
survive they need to build coalitions with internal and external groups. Private sector 
managers proceed with more direct orders to subordinates with less risk of contradictions. 
Public service managers tend to respond to many superiors while private sector managers 
look at more direct hierarchy. In addition, as suggested by Nutt (2006), public sector 
managers have to live with a decision-making process with more interruptions, conflicts 
and turbulence. Ninth, public sector managers are accountable to legislative oversight 
groups or judicial orders which are not common in the private sector. This level of 
oversight demands more formalisation and structure which create longer and heavier 
organisational processes or “red tape” (Rainey & Bozeman, 2000) in anything from hiring, 
firing, purchasing, project implementation or reporting. Lastly, public sector managers 
seldom have a clear bottom line with numerous goals while private sector managers have 
a defined one in terms of profit, market performance and survival.  
 
There have, however, been many debates about governance without government to 
weaken the ability of the state to define and control policy to instead steer society through 
indirect ways (Peters & Pierre, 1998). Rhodes (1996), however, points out that 
governance has many meanings and is already a “blanket term redefining the extent and 
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form of public intervention and the use of markets and quasi-markets to deliver 'public 
services'” (pp. 653). Frederickson (2007) also remarks that the term governance is 
misused throughout the public administration literature with some scholars defining it 
fuzzily, some not bothering to define it, some equating it to values associated with anti-
bureaucratic, anti-government and pro-market values without recognising the added 
burdens and the rest inferring with embellishment that governance is to replace the public 
administration. 
 
Moreover, according to Hood (1991), the New Public Management (NPM) reform since 
the late 1980s emerged from the 4 administrative trends of reducing or reversing 
government growth in expenditures and human resources, moving towards privatisation 
and quasi-privatisation of services, automating the creation and delivery of public services 
and focusing on a global agenda instead of being country centric. NPM is, thus, composed 
of five components. First, it is to make the public sector focus on professional 
management with clear accountability, defined standards and measurement of 
performance; Second, it is to make the public sector results-oriented as opposed to 
procedures-based; Third, it is to  break public sector organisations into manageable units 
for efficiency; Fourth, it is to  bring competitiveness within the public sector for cost 
efficiency and better quality; and finally, it is to make the public sector adopt private 
sector management practices which have been proven for doing more with less by being 
disciplined and frugal. In other words, moving from Public Administration (PA) with street-
level bureaucracy policy and professional practice in a political environment to NPM policy 
stressing the costs of democracy through organisational performance in a competitive 
market environment (Osborne, 2010). But then again, Baker (2004) interprets it as 
shifting political accountability to managerial accountability (Baker, 2004). 
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Nevertheless, Rhodes (1996) maintains that NPM is paradoxical in adopting private sector 
management practices because it focusses on intra-organisational value for money 
(economy, effectiveness and efficiency) but not on inter-organisational relationships and 
negotiations in view that it lacks hierarchical control to do so, it is guided by objectives 
to the detriment of network relationship management, it cannot push for agreement 
among parties in a complex environment where various actors are contributing towards 
an outcome and finally it is in conflict with itself since it has to compete with various 
parties and steer at the same time for a negotiated equilibrium. Moreover, Baker (2004) 
deduces that NPM has been applied for “doubtful efficiency gains for governments at the 
cost of democratic values. It is a process that lacks the democratic legitimacy that comes 
from public debate prior to government implementation” (pp. 53). Osborne (2010), 
furthermore, concludes that public sector is now beyond NPM as it is now in the dominant 
New Public Governance (NPG) regime with policy on stakeholder management in a multi-
organisations’ environment requiring boundary spanning and maintenance for sustainable 
public policy and services. As such, policy implementation and service delivery has 
become much more complex for the public sector than with public administration or NPM.  
 
As highlighted by Ferlie et al. (2003) “political and policy considerations are significant 
and pervade the leadership, strategy and management of public service organizations” 
(pp. s9). This suggests that organisational change in the public sector is more complicated 
than in the private sector and that there are high chances that the predictors and 
moderators of readiness for change may be impacted differently in the two sectors.  
 
2.3.1.1 Canadian Public Service 
With respect to the context of the research study, Canada is similar to the United Kingdom 
because it is part of the countries with Westminster parliamentary democracies with 
institutional roots in the British tradition but there are few differences because Canada is 
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influenced by the United States due to its regional position and Canada has a federal 
government institutions’ structure instead of a unitary system like the United Kingdom or 
New Zealand (Halligan, 2009). Hodgetts (2005) also reflects that the Canadian public 
service goes back and forth between American practices and British tradition and this 
despite Canada’s defensive position against cultural infiltration from the United States.  
 
However, a high level of devolution of authority has occurred in the Canadian public 
administration system over the years due to decentralisation of human and financial 
resources and program delivery, more discretion and flexibility given to managers, more 
collaborative arrangements, independent structures that can evade parliamentary 
reporting and streamlining of public service capacity particularly in oversight and analysis 
functions (Aucoin & Jarvis, 2005). In addition, Savoie (2015) argue that the Canadian 
public sector, like public sectors in other Westminster democracies, is continuously trying 
to adopt private sector management practices with more professionalism but at a high 
cost with a false bottom line of more process-oriented evaluation and performance 
reports. Moreover, the author points out that ambitious public servants, wanting to move 
up, are proficient in navigating easily through the process-oriented system and by using 
the managing up culture.  
 
In the same line, Aucoin (2006) highlights that governance and accountability in the 
Canadian system are hindered by five elements that put political pressure on the public 
service. First, power is concentrated under the prime minister and a few ministers, 
political aides and public servants. Second, the roles, number and influence of political 
staff have been increased. Third, the prime minister appoints senior public servants and 
pays personal attention to these appointments; fourth, the public service has to 
communicate government activities in favour of the present government. Finally, public 
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servants are expected to show enthusiasm for the agenda of the government of the day. 
These elements affect organisational changes in the public service. 
 
Moreover, the Canadian public sector has to address particular issues when implementing 
organisational changes in addition to dealing with the conflict of parliamentary efficiency 
and administrative efficiency. Public administration in Canada is scattered geographically 
across 6 time zones with each federal department having a specific mandate that does 
not overlap with others making it difficult to focus on having a common approach for a 
specific outcome across the public sector (Johnson, 2005). In addition, it is a national 
policy requirement that the federal public service use both English and French effectively 
for Canada’s survival (Laframboise, 2005). Moreover, Canada has an indigenous 
population and it has to protect its cultural diversity, identity and heritage (Dwivedi & 
Mau, 2009).  
 
Even though NPM did not bring a major reform effort to Canada, the Canadian public 
administration has undergone various reforms over the past 30 years to achieve greater 
effectiveness, efficiency and economy and to manage public resources with probity and 
prudence (Dwivedi et al., 2009; Savoie, 2015). Program review was conducted in Canada 
in the 1990s in response to the international reform movement followed by changes to 
centralise government power, to innovate service delivery and to renew the public service 
since the mid-2000s as well as to cater for the New Public Governance (Harrigan, 2009).  
 
To conclude this section, quoting Allison (1980, pp. 472), “public and private management 
are at least as different as they are similar and the differences are more important than 
the similarities” and public administration or public management “in the future, far from 
the discipline declining, it is evolving, drawing upon a plurality of disciplines and research 
approaches to study” (Johnston Miller, 2012, pp.20).  
  
60 
 
 
 
2.4 Initial Conceptual Framework 
Maxwell (2012) argues that a conceptual framework, from a realist perspective, uses 
multiple theories to avoid ideological hegemony and is not constrained by how it is built. 
Also, the conceptual framework does not capture everything about the phenomenon 
being studied since it represents what reality exists at this time and it evolves throughout 
the research (Maxwell, 2012). Thus, the researcher is proposing an initial and rudimentary 
conceptualised framework for change (see Figure 7) using the critical realism philosophy 
that takes into account that her understanding of the real world is limited and that 
multiple perspectives are needed to know the complex reality through theoretical and 
methodological triangulation. In addition, she has selected the model that better fit the 
problem to be solved at that time to enable an evolutionary growth of knowledge (Van 
de Ven, 2007). A new conceptualised framework using the employee lens is created based 
upon the findings from the analysis of findings in Chapter 7. 
 
Moreover, the researcher has created this rudimentary conceptual framework based upon 
the theories, constructs and networks of relationships among the concepts relating to 
readiness for change and the public service from her literature review. The intersection 
of the organisational change and public service Venn diagram (in white background) are 
concepts related to the research problem and it provides focus for the data collection 
methods, coding and analysis. This framework was elaborated taking into consideration 
the predictors (in blue) and moderators (in orange) uncovered from the review of the 
readiness for change literature with a greyish text backdrop for the requirements that 
guide the public sector. She did not elaborate on the organisational change and public 
sector circles in this rudimentary framework because the non-intersection part is not 
directly the focus of the research problem. 
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Figure 7: Initial Conceptualised Framework for Change 
 
 
2.5 Chapter Summary 
This chapter has provided a review of existing literature about organisation change, 
readiness for change and the public service with respect to the research study. 
Organisational changes continue to fail despite the change models to guide change 
implementation. One of the factors posited for the failure is that organisations do not 
prepare employees enough to be ready for the change. The review also indicates that 
there is a need to do further studies on readiness for change in the public sector and to 
gather the perspectives of employees rather than management about what is needed to 
make employees support changes in the public sector. An initial conceptualised 
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framework for change was elaborated from the review to guide the research design and 
methodology of the study. In the next chapter, Chapter 3, the research design and 
methodology used for the research study are elaborated. 
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3 Research Methodology 
3.1 Introduction 
 
Through this research methodology chapter, the researcher sets out the scope of the 
research study and provides the details about how the study was conducted. This chapter 
has five sections. First, the chapter starts with a discussion of the research philosophy 
and elaborates on the researcher’s ontology, epistemology and axiology to justify the 
selected philosophy. Second, it moves to the research strategy and approach section to 
discuss about the choice of approach and strategies for the study. Third, it continues with 
the discussion on the data collection methods selected for the studies. Fourth, it discusses 
the various ethical and trustworthiness aspects of the research and how these aspects 
were addressed as part of the study. Finally, it concludes with a section on data analysis 
protocol and methodology. 
 
3.2 Research Philosophy 
According to Mingers (2003), any research question can be examined from different 
perspectives or approaches with potentially different conclusions. Approaches are linked 
to the study’s implicit and explicit philosophical assumptions (see Figure 8) about 
ontology or the way that the researcher recognises objects and relations in existence; 
epistemology or the way that the researcher recognises, creates and represents 
knowledge; and axiology or the way that the researcher distinguishes the values in 
existence for the user of the study. 
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Figure 8: Ontology, Epistemology and Axiology, adapted from Mingers (2003, pp. 561) 
 
Thus, the researcher recognised that she needed to review and assess which approach 
was best for the research study on readiness for change since different approaches may 
have different emphasis and may lead to potentially different conclusions.  
 
Moreover, according to Van de Ven (2007), philosophical approaches can be broadly 
grouped under logical positivism, realism, pragmatism and relativism based upon 
ontology and epistemology. Guba & Lincoln (1985) similarly grouped philosophical 
assumptions, which they term paradigms positions, broadly under positivism, post-
positivism, critical theory and related positions and constructivism.  
 
In addition to ontology and epistemology, selection of what is considered good or valuable 
(axiology) defines the purpose, development and usage of the study, thereby adding 
another dimension to the chosen approach (Mingers, 2003). Axiology thus allows the 
study to have a voice - from disinterested scientist to passionate participant through 
transformative intellectual depending on whether the study is to explain, to reconstruct 
or to transform (Guba & Lincoln, 1985). 
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The researcher has created Figure 9 to integrate the perspectives of both Van de Ven 
(2007) and Lincoln & Guba (1985) so as to illustrate where her study fits. Hence, the first 
column is about the degree of objectivity and subjectivity of the ontology whereas the 
second column is about the degree of objectivity and subjectivity of the epistemology. 
The third column illustrates the different aims or voices that are possible and finally the 
fourth column is the grouping of the philosophical approach based upon the selected 
ontology, epistemology and axiology.  
 
Unlike relativist researchers who believe that truth is socially constructed from their 
interpretations, the researcher recognises that reality is independent of her own cognition 
and that this reality is imperfect and probabilistic. She believes that multiple perspectives 
are needed to know the complex reality and that theoretical and methodological 
triangulation are needed for robust knowledge even if this may produce inconsistency 
and contradictory evidence. She also believes that selection of models is based upon the 
best fit model for the problem to be solved, thereby enabling an evolutionary growth of 
knowledge (Van de Ven, 2007). Hence, she has an objective ontology. 
 
However, unlike positivist researchers who believe that all events are discrete and 
observable with value-free language, the researcher acknowledges that the language 
used is not theory neutral and that this language provides only a partial description of 
the underlying mechanism and structure of phenomena being studied. She has a certain 
history and culture and she learns from the materials that she reads, the experiences that 
she had and the conversations that she participated in. Thus, her reasoning is value-
laden and she has a subjective epistemology. In addition, she attempts to understand 
whether the values promulgated from her research are consistent with her values. 
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Figure 9: Grouping of Philosophical Approaches/ Paradigm Positions 
Adapted from Van de Ven (2007: pp. 39, 70) and Guba & Lincoln (1985: pp. 109-116) 
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The researcher adopted an axiological position which recognises her values and 
preconceptions and to make these explicit: 
  
▪ A belief that the Canadian public service and each individual public servant make 
a deep impact on Canadians, on the communities and on wider social outcomes. 
▪ A belief that public servants want to abide in general to the required Values and 
Ethics Code for the Public Sector (Treasury Board Secretariat of Canada, 2017b). 
▪ A sense that senior management does not recognise the level of confusion and 
complexity that employees have to face in the public service to deliver the services 
to Canadians. 
▪ A view that much of the lack of consistency and state of the public service working 
environment is due to the lack of long-term planning because government may 
change every 4 years. 
▪ A deep belief that senior management and employees can work together in 
alignment towards the organisational goals. 
 
Yet, the researcher is not a pragmatist who has an a priori cognitive framework which 
affect her perception of the world to guide her towards predetermined outcomes which 
are value-mediated. She does not have a predetermined outcome and her aims are to 
explain and understand readiness for change in the public service and to provide 
recommendations for easier introduction of changes within the public service. These 
positions are consistent with the broadly defined emancipatory axiological position of 
critical realism and its realist ontology. Therefore, critical realism is well suited for this 
study because this approach allows an a priori cognitive framework affecting the 
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researcher’s perception of world and the approach determines that replicable findings are 
probably true. The researcher, hence, adopted the critical realism approach as defined 
by Roy Bhaskar (Benton & Craib, 2011) (see Figure 9 and Figure 10). 
 
 
Figure 10: Chosen Research Philosophy 
 
In addition, the focus of the research is on the problems and situations as experienced 
by employees with employees in the foreground and management and other stakeholders 
in the background. Thus, critical realism is well suited since it aims to explain and 
understand to make the world better and to influence change agents (Van de Ven, 2007). 
  
Critical realism does not restrict the researcher in the choice of data collection methods 
and allows individual and group research with an emic viewpoint (Sparks, 2002). The 
emic perspective is to look at the issue from the native point of view (Malinowski, 1922; 
Morris et al., 1999) to get the interconnectedness while the etic perspective is to look at 
it from an outside perspective without focussing on the insiders (Morris et al., 1999). The 
researcher chose to do a qualitative study since this type of study is “intended to generate 
knowledge actually grounded in human experience” (Sandelowski, 2004, pp. 1368). 
Furthermore, she uses a qualitative study that draws on the case study method for 
exploring key characteristics in readiness for change because the case study method is 
well suited to explore the “emergent and changing properties of life in organisations” 
(Hartley, 2004, pp. 325). In addition, Perry (1998) noted that the case study method fits 
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well the critical realism philosophical approach. The qualitative study further uses a 
mixture of focus groups and interviews as data collection methods to gather the “voice” 
of employees about readiness for change using the critical realism approach.  
 
3.2.1 Critical Realism Philosophy 
Critical realism, as defined by Roy Bhaskar (Benton & Craib, 2011; Sayer, 2000), purports 
that the aims of scientific research is to generate understanding and explanation about 
how and why things happen in detail (Reed, 2011). Bhaskar argues that individuals, as 
human agents, are able to exercise choice, motive, intention and creative reflection to 
form their social world but that human agents are, however, constrained by social 
structures such as social rules, prescriptions and norms (Houston, 2014).  
 
In the social realm, individuals, institutions and groups have capacities or powers that 
cause properties to emerge through processes or mechanisms during interactions. Thus, 
the unobservable mechanisms and causal sequences of events have to be established 
and supported in critical realism (Ackroyd, 2004). In addition, critical realism recognises 
that there is more than one view of the world which can be seen as made of the three 
stratified layers of empirical, actual and real (see Figure 11 below). 
 
First, the empirical layer is made of our perceptions based upon our senses and 
observations. Second, the actual layer contains the events that are happening and these 
events may be different from what we perceive as being true. Finally, the real layer 
contains the underlying mechanisms together with the physical and social structures that 
generate the other two layers (O’Mahoney & Vincent, 2014).  
 
Entities, which can be human or things, can have an effect on behaviour (Fleetwood, 
2004) and they are arranged in hierarchical arrangements called structures because of 
their inter-relationships. Since entities can have an effect on behaviour, they possess 
  
70 
 
 
causal powers that they can exercise or actualise through a mechanism to make an event 
happen (Mason et al., 2013). Mingers (2015) defines an event as something that happens 
in a place with a duration and which involves a change to or within mechanisms and 
structures. In addition, causal powers of people or of group of people are referred to as 
agency and the agents will use knowledge, ideas and beliefs in the cultural system or 
material resources in the structural system to pursue interests that have causal effects 
on other people (Archer, 1998; Morton, 2006; Njihia & Merali, 2013).  
 
Thus, the mechanisms in the real layer may generate an event that can be observed or 
experienced in the empirical and actual layers. However, mechanisms may not be 
observable and it is only when a mechanism is exercised that a change may occur based 
upon the social setting and timing (Sayer, 2000; Elder-Vass, 2011; Mingers et al., 2013). 
As an example, we can observe students and teachers interacting in a school. The 
entities, in this example, include students, teachers, school, classes, lessons, rules and 
regulations, books and the physical architecture while the agents include students and 
teachers. The mechanisms, in this example, include learning, discourse, power relations, 
rules creation and enforcement, communication and socialisation. The structures in turn 
include the school organisation and ideological power.  
 
Therefore, it is through a mechanism that events are generated by entities which are 
constrained by structures. Both entities and structures have causal powers that are 
expressed through the critical realism mechanisms. 
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Figure 11: Critical Realism Layers 
 
3.2.2 Critical Realism Mechanism 
The concept of mechanism is present in all critical realism studies but the definition of 
mechanism is not clear despite its broad references in these studies. Mingers (2011) 
states that Roy Bhaskar himself does not provide a proper definition of mechanism even 
though critical realism is considered to be founded by Bhaskar (Benton & Craig, 2011; 
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Gorski, 2013). In addition, Mingers (2011, 2013) also states that Bhaskar even refers to 
mechanism as structure which is another different concept in critical realism. Thus, the 
definition is taken for granted in studies. The critical realism literature merely refers to 
mechanisms to as what produce events because of their causal powers and that 
mechanisms may not be actualised, may not be observable or may be exercised without 
any effect even though they exist in the real layer (Volkoff et al., 2007; Morton, 2006; 
Njihia & Merali, 2013; Volkoff & Strong, 2013; Mingers, 2011). Moreover, Morton (2006) 
provides activities and structure as mechanisms in his popular critical realism article which 
has been cited more than eighty times by scholars as an approach for critical realism in 
information systems. In addition, some researchers would just mention the term 
mechanism in their critical realism studies without giving any mechanism or they would 
altogether not talk about mechanisms when the purpose of critical realism studies is to 
provide the mechanisms that most probably provide the explanation of the phenomenon 
of study. 
 
Furthermore, according to Pawson & Tilley (1997), the analysis of critical realism 
mechanism cannot be done in a flash. The authors further offer the metaphor of 
“underlying mechanism” to help picturing what a mechanism is in critical realism because 
the metaphor implies that an in-depth analysis has to be conducted in hidden places. 
 
The term mechanism in critical realism seems to have been borrowed from biology and 
it does not have a proper meaning in the social sciences. Even in biology, it is loosely 
used as either system or parts of something with functions or activities (Tabery, 2004). 
On the other hand, Moss (2012) defines mechanism as something which must be seen 
to have some purpose for the living cell or organism while Glennan (2002) defines it as 
something with interacting parts that bring change in the entity when one of the parts is 
changed. However, Machamer et al. (2000) rejects the concept of interacting parts since 
for these authors a mechanism produces regular changes through entities and activities.  
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While the debate has been ongoing for the past twenty years about the actual definition 
of a causal mechanism in social sciences (Mahoney, 2001; Hedstrom & Yikoski, 2010; 
Illari & Williamson, 2012; Mason et al., 2013), 6 and Bellamy state that “mechanisms are 
the forces that cause interventions in social or organisational problems to produce 
observable outcomes, though not always, of course, the intended or publicly stated ones” 
(2014, pp. 181). Moreover, Hedstrom & Swedberg (1998), while stating that a general 
definition of mechanism is not easy to fully encapsulate its concept, argue that 
mechanisms can be considered as important set of statements or analytical constructs 
because they provide explanations in social sciences. The authors, however, define three 
types of mechanisms depending on their level of social interaction and predictability of 
the outcome of the mechanisms. First, situational mechanism links the macro level (e.g. 
organisation or society) to the micro (individual) level and is enacted when an individual 
is exposed to a specific social context such that the individual is affected in a systematic 
and precise way, e.g. the vacancy chain (Whyte, 1970). Second, the action-formation 
mechanism is situated at the micro level and links desires and beliefs with action 
opportunities to generate a specific action, e.g. the theory of cognitive dissonance 
(Festinger, 1957) or the self-fulfilling prophecy mechanism (Merton, 1968). Third, 
transformational mechanism links the micro level to the macro level when several 
individuals interact in a social setting to produce a planned or unplanned effect at the 
macro level, e.g. the Schelling tipping model. 
 
In addition, Pawson & Tilley (1997) and Olsen (2012) also argue that a mechanism (M) 
when exercised in a particular context (C) results in an outcome (O). Thus, C+ M = O. 
Furthermore, according to Elster (2015) “mechanisms are frequently occurring and easily 
recognisable causal patterns that are triggered under generally unknown conditions or 
with indeterminate consequences” (pp. 26) which allows explanation but not prediction. 
Elster (2015) further argues that mechanisms tend to work in pairs in opposite directions 
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such that the net result may not be known in view that mechanisms are contextual and 
time sensitive.  
 
Elder-Vass (2011) also posits that events are made up of complex interaction of causal 
powers of the entities involved in open systems. Based upon the arguments of Elder-Vass 
(2011) and Elster (2015), when triggered causal mechanisms interact with each other to 
produce net outcomes which may be observable through easily recognisable and frequent 
causal patterns.  
 
To the researcher, this implies that if we transpose the definition of 6 and Belamy (2014) 
to the philosophy of critical realism, context becomes the structure that constrains or 
enables the actions of human agents and outcomes become the events that are observed 
or experienced in critical realism. Again, while events can be observed or experienced, 
mechanisms are not necessarily observable and mechanisms can co-exist and interfere 
with each other. The researcher, thus, is adopting the definitions of 6 and Bellamy (2014), 
Pawson & Tilley (1997) and Elster (2015) to conduct the analysis of mechanisms in 
readiness for change because these definitions are congruent with the intent of the 
function of mechanism in critical realism.  
 
For the purpose of the current study, human agents include public servants and all 
individuals or groups who impact readiness for change. On the other hand, readiness for 
change can be assumed to be the final event that is enacted by a set of mechanisms. 
The event in question, readiness for change, is distinct from the structures and 
mechanisms producing it as argued by Mingers et al. (2013). The mechanisms of this 
study then become the triggered logic or reasoning behind the frequent and easily 
recognisable set of causal patterns affecting readiness for change.  
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In addition, since the researcher is analysing the accounts of employees about their 
experiences of organisational changes to explain readiness for change, the explanatory 
mechanisms are mostly action-formation and transformation mechanisms (Hedstrom & 
Swedberg, 1998). These mechanisms are, hence, the causes, motives and choices of 
individuals influencing the events (Blom & Moren, 2011) leading to readiness for change. 
 
3.3 Research Approach and Strategy 
3.3.1 Research Design 
Van de Ven & Huber (1990) argue that researchers, studying organisational change, need 
to undertake longitudinal studies with an organisational process view when sequence of 
events matters. A longitudinal design requires that the same participants be surveyed at 
least twice during the study for the researcher to be able to analyse variation in the data 
due to the sequence of events. However, longitudinal studies are costly and time 
consuming in addition to being prone to design issues and they are not common in 
business and management research (Bryman & Bell, 2011). Design issues are various 
(Bryman & Bell, 2011; Pettigrew, 1990). First, there is the loss of participants along the 
study because participants may leave the organisation or are no longer available. Second, 
the selected timings of the data collection may not be relevant for studying the particular 
phenomenon. Third, it is difficult sometimes to know when to begin and end the study 
and when to make the final assessment of the outcome. Fourth, lack of planning of the 
study can result in inability of processing large volume of data and gathering unnecessary 
data collection. Fifth, participants may provide skewed responses, varied behaviours and 
degree of involvement because of the length of the study. Finally, the researcher’s degree 
of involvement may compromise the integrity of the study as time goes by.  
 
On the other hand, experimental design involves a true experiment by manipulating 
independent variables that do not influence the study with experimental groups of 
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participants subject to various experiments and a control group that does not get the 
intervention to be able to compare and determine the influence of the various 
experiments on the dependent variable (Bryman & Bell, 2011).   However, experimental 
design is not possible for this study in view of the level of control needed for 
organisational behaviour. Hence, the researcher chose to undertake a cross-sectional 
study to gather the accounts of employees about readiness for change by collecting all 
the data from the participants within a snapshot in time for analysis of variation. 
Nevertheless, since “organisational change necessarily incorporates time” (Gray et al., 
2012, pp. 128), the researcher did not want to potentially lose data on mechanisms and 
processes of change from the responses of the cross-sectional study. She, thus, decided 
to ask participants about their accounts of organisational changes in the past and 
presently. Participants were not restricted to account only on their experiences and 
feelings of a specific organisational change at a specific time. Hence, a cross-sectional 
analysis was used to explore the research question with longitudinal data but without the 
issues of a longitudinal study over a long period of time. Retrospective accounts of 
participants on organisational change have been previously used by other researchers 
(Nelson & Jansen, 2009; Glick et al., 1990). 
 
The researcher chose to conduct the study in a large Canadian Federal public service 
department, in the National Capital Region (Ottawa in the province of Ontario and 
Gatineau in the province of Quebec), that has tried to undergo several significant 
organisational changes. The department had 13 branches and the Information 
Technology (IT) branch where voluntary participation was sought had more than 1,000 
employees. Employees at this department, particularly the IT branch, have lived prior 
radical organisational changes at other departments previously and their experiences and 
feelings were captured as part of the study.  
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3.3.2 Pilot Study 
The researcher used the initial conceptualised framework for change to come up with the 
questions for the data collection instruments (see Appendix C). She chose the semi-
structured interview as pilot instrument to explore readiness for change and 
organisational change in the public service with the participants. The researcher 
evaluated whether to use a questionnaire or survey but these instruments would only 
have allowed the researcher to get responses to a set of well-defined questions and they 
would not have allowed her to probe the topics. Similarly, a focus group format would 
not have allowed her to explore the topics with the limited set of participants she had for 
the pilot.  
 
The semi-structured interview format, on the other hand, allows for a formalized and 
limited set questions but is flexible enough to allow new questions to be brought up 
during the interview as a result of what the interviewee says to explore the response 
further (Gill et al., 2008; Patton, 2002). This format, thus, allows to probe for more 
information and clarification of answers as well as it allows to explore perceptions and 
opinions of interviewees with regards to the complex and sometimes sensitive issues 
(Patton, 2002; Gill et al., 2008) around readiness for change and organisational change 
in the public service.  
 
The researcher conducted a pilot with 3 participants at the director level (see Table 5) 
to pre-test the semi-structured interview format and to test the adequacy of the interview 
instrument for feasibility assessment of the main study. Directors, in the Canadian Public 
Service, are part of middle management and they coordinate between the strategic and 
operational layers (Floyd & Wooldridge, 1997).  Deputy Minister, Associate Deputy 
Ministers and Director Generals are considered as part of Senior Management or the 
strategic executive layer. The pilot, thus, allowed the researcher to validate that the 
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research protocol was realistic and workable. The pilot interview guide and the checklist 
also worked well for the researcher.  
Study Instrument # Level Code Gender Years in Public Service 
Pilot Interview PI1 Director PDir1 Female More than 20 
Pilot Interview PI2 Director PDir2 Male More than 20 
Pilot Interview PI3 Director PDir3 Female More than 20 
Table 5: Pilot Study Demographic Breakdown 
 
The researcher prefers to listen to others rather than to talk. She was, thus, able to 
control her body language and did not comment on the responses when the participants 
were talking in order to keep the objectivity of the pilot. The researcher thought of herself 
as coming from outside of the organisation with no prior knowledge of the participants 
and this mindset helped her to better probe the participants too. From the pilot, she 
discovered that she needed to clarify what she meant when she referred to organisational 
change since participants asked her to clarify on which organisational change they needed 
to comment on. Hence, the researcher had to clarify that it was not about a specific one 
that they were to comment on but that they can comment on a specific one if it helped 
them to illustrate. She took note of that issue and addressed it for the main study. 
 
During the pilot, the researcher took quick notes during the interviews supplemented with 
tape recording to facilitate transcription thereafter. The participants did not mind the tiny 
recorder after a couple of minutes and they confirmed, in the second part of the interview, 
that the pre-interview and interview processes and tools worked for them. She purchased 
a voice recognition software to help with the transcription but the quality of the 
transcription was very poor. She, thus, listened to the tapes and manually transcribed the 
interviews in their entirety. Even though it was time-consuming, the researcher kept the 
transcripts as verbatim as possible for thick description to improve accuracy and reliability 
(Kvale, 2007). The researcher asked participants to validate the transcripts to increase 
credibility (Lincoln & Guba, 1985) and she updated the transcripts based upon the 
comments from participants.  
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The transcription of the interviews took more time than she anticipated and the 
researcher took note that she needed to set enough time for the transcription of the 
interviews and focus groups for the main study.  
 
The provisional findings from the pilot first highlighted the importance of planning and 
good communication during organisational change for employees to understand what is 
being done. Second, there was a recurrent theme of doubt and uncertainty about what 
was going on during the change. Third, there was the element of cynicism about 
organisational change since the same change would occur after a period of time when a 
new leader would come in the department and that the change would never be completed 
to satisfaction. Moreover, too many changes were happening at the same time and 
prevented the organisational change to be a success from the start. Finally, emotions 
were present during organisational change and the pilot highlighted frustration, 
hopelessness and helplessness of middle managers particularly when they viewed that 
the leaders were “playing the system” to get promoted and to get big bonuses. 
 
From the pilot, the researcher realised that she had to review the coding to be used for 
abstraction for the main study. The smaller list of codes worked for the pilot but they 
were too broad for the main study data analysis with the volume of data within and across 
cases or transcripts. Therefore, for the main study, the researcher opted to derive better 
abstracted codes from the existing ones and from the initial conceptualised framework 
for change since going through a second abstraction step to refine the coding during the 
main study would have been more time consuming. Also, from the pilot, the researcher 
learned that she needed to spend time exploring the emotions of middle management 
during organisational change and how these emotions affect the communication and the 
management of emotions of employees in times of change. There was a gap about this 
element in the reviewed literature. 
  
80 
 
 
 
Finally, the pilot allowed the researcher to test the research protocol satisfactorily and 
obtained lessons learned, such as time to set up the interviews and to transcribe the 
interviews, for the main study. The researcher felt more confident, after the pilot, to move 
to the main study. 
 
3.4 Data Collection Methods 
For the main study, the researcher chose two data collection methods to explore 
readiness for change and organisational change in the public service with 36 participants 
at the director, manager and non-managerial employee levels. Out of the 36 participants 
for the main study, 19 were female and 17 were male (see Table 6). Data was collected 
from participants with the notion of data saturation up to the point when no new 
information was collected from participants (McLafferty, 2004; Patton, 2002). 
 
Participants from the senior management group (director generals, assistant deputy 
ministers and deputy ministers) were not invited to the study since the researcher wanted 
to explore the lived experiences of employees during organisational changes in the public 
service. The perspectives of change recipients were missing in the organisational change 
literature and senior management drives organisational changes to the employees in the 
public service. Moreover, employees would be best to tell what they were experiencing 
and feeling during organisational changes and what can help them to better support 
organisational changes. 
 
The semi-structured interview worked well for the pilot at the director level and the 
researcher continued with the semi-structured interview format for the 7 directors 
included in the main study.  
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Study Instrument # Level Code Gender Years in Public Service 
Main Focus Group FG 1 Employee Emp1 Female More than 20 
Main Focus Group FG 1 Employee Emp2 Female 11 to 15 
Main Focus Group FG 1 Employee Emp5 Female 16 to 20 
Main Focus Group FG 2 Employee Emp6 Female Less than 5 
Main Focus Group FG 2 Employee Emp7 Female 6 to 10 
Main Focus Group FG 2 Employee Emp8 Female More than 20 
Main Focus Group FG 2 Employee Emp10 Female Less than 5 
Main Focus Group FG 4 Employee Emp17 Female Less than 5 
Main Focus Group FG 4 Employee Emp18 Female Less than 5 
Main Focus Group FG 4 Manager Mgr 11 Female 6 to 10 
Main Focus Group FG 5 Manager Mgr1 Female More than 20 
Main Focus Group FG 5 Manager Mgr2 Female More than 20 
Main Focus Group FG 5 Manager Mgr3 Female More than 20 
Main Focus Group FG 5 Manager Mgr6 Female 11 to 15 
Main Focus Group FG 6 Manager Mgr8 Female More than 20 
Main Focus Group FG 6 Manager Mgr9 Female 16 to 20 
Main Interview I 2 Director Dir2 Female More than 20 
Main Interview I 6 Director Dir6 Female 16 to 20 
Main Interview I 7 Director Dir7 Female More than 20 
Main Focus Group FG 1 Employee Emp3 Male 11 to 15 
Main Focus Group FG 1 Employee Emp4 Male More than 20 
Main Focus Group FG 2 Employee Emp9 Male Less than 5 
Main Focus Group FG 2 Employee Emp11 Male 11 to 15 
Main Focus Group FG 3 Employee Emp12 Male 11 to 15 
Main Focus Group FG 3 Employee Emp13 Male 11 to 15 
Main Focus Group FG 3 Employee Emp14 Male More than 20 
Main Focus Group FG 3 Employee Emp15 Male 11 to 15 
Main Focus Group FG 3 Employee Emp16 Male 6 to 10 
Main Focus Group FG 5 Manager Mgr4 Male 11 to 15 
Main Focus Group FG 5 Manager Mgr5 Male More than 20 
Main Focus Group FG 6 Manager Mgr7 Male 16 to 20 
Main Focus Group FG 6 Manager Mgr10 Male 11 to 15 
Main Interview I 1 Director Dir1 Male More than 20 
Main Interview I 3 Director Dir3 Male 11 to 15 
Main Interview I 4 Director Dir4 Male 11 to 15 
Main Interview I 5 Director Dir5 Male 11 to 15 
Mock Focus Group PFG1 Manager PMgr1 Female 11 to 15 
Mock Focus Group PFG1 Manager PMgr2 Male 16 to 20 
Table 6: Main Study Demographic Breakdown 
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However, the researcher chose the focus group instrument for the remainder 29 
participants (10 managers and 19 non-managerial employees) since there was enough 
participants to explore the topics in focus groups. The focus group format, unlike 
questionnaire, would also enable participants to build over each other replies for better 
data (Kitzinger, 1995) and it enables the discovery of attitudes and opinions that may not 
be revealed in questionnaires (Dawson et al., 1993). Moreover, it provides the individual 
a feeling of safety in a group and it encourages greater candour from participants with 
common experience and attribute (Barbour, 2007). The researcher also opted for the 
focus groups with managers and non-managerial employees since, contrary to the 
directors, managers and non-managerial employees would be more open and 
comfortable in groups rather than in face-to-face with the researcher who was herself a 
director in view of the power structure and social position (Barbour & Schostak, 2005). A 
group setting decreases the power differential between the researcher and the 
employees. In addition, the focus group format allowed the researcher to explore and 
probe the topics with groups of participants at the same level. The researcher opted for 
the focus groups with managers and non-managerial employees since, contrary to the 
directors, managers and non-managerial employees would be more open and 
comfortable in groups rather than in face-to-face with the researcher who was herself a 
director. A group setting decreases the power differential between the researcher and 
the employees. In addition, the focus group format allowed the researcher to explore and 
probe the topics with groups of participants at the same level. 
 
Thus, the researcher conducted 7 semi-structured interviews with director and 5 focus 
groups with a total of 10 managers and 16 non-managerial employees (see Table 6). In 
addition, she set up an additional focus group with three participants of the departmental 
Youth Network to have a better representation of the employees’ demography. The 
department selected for the study had set up a Youth Network for its younger generation 
employees to share ideas, promote innovation and collaborate on initiatives. The Youth 
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Network members are from generations Y and Z. Generation Y (also termed as 
Millennials) were born between early 1980s to mid-1990s or early 2000s and Generation 
Z (also termed Post-Millennials) as they were born as from mid-1990s or early 2000s. In 
addition to its regular members, the Youth Network had a dedicated core member with 
voting rights per branch at the meetings co-chaired by the Youth Network president and 
an Assistant Deputy Minister. Despite their age, a few of the Youth Network members 
are managers while the remainder are non-managerial employees. Thus, the researcher 
set up a special focus group with the Youth Network president and two core members of 
the Youth Network to capture their input on organisational change and readiness for 
change. These three participants, one at manager level and two at non-managerial level, 
represented the whole of the Youth Network since they discussed the topic prior with the 
core members. Hence, they brought the perspectives of the other core members of the 
network when they participated in the focus group. 
 
Since the focus group instrument was not part of the initial pilot study, the researcher 
conducted an additional mock focus group with another 2 managers to pre-test the 
adequacy of the focus group instrument and the fluidity of the interaction of the focus 
group data collection method prior to the main focus groups. The profiles of all the 
participants are included in Appendix F of this report. The researcher set the size of the 
main focus groups to be between 4 to 6 participants to get meaningful interactions with 
this group size and to avoid participants’ frustration and difficulty of group management 
with large groups (Gill et al., 2008). 
 
3.4.1 Interview and Focus Group Guides 
Prior to the pilot semi-structured interviews, the researcher produced an interview guide 
which was grounded in the literature and the initial conceptualised framework for change. 
The interview guide provided the subject areas for probing and exploring for the 
researcher to establish a conversational style with the participants while remaining within 
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the particular subject areas (Patton, 2002).  Similarly, the researcher produced a focus 
group guide with groups of topics and questions that were grounded in the literature and 
the initial conceptualised framework for change for the main study. Thus, the guides 
allowed systematic and comprehensive interviewing of participants by determining in 
advance the issues to be explored (Patton, 2002). Since the researcher spoke French 
fluently, she translated the guides herself and asked one of her francophone friends to 
validate the guides to ensure readability. The interview and focus group guides are 
included in Appendix C.  
 
During the interview, she tailored the questions to the interview context/situation and to 
the person that she was interviewing. She had, furthermore, an interview checklist as 
part of the guide to ensure that she did not forget key steps before and during each 
interview. 
 
The researcher used a pre-determined conversational script at the start of the focus 
groups. This script highlighted the purpose of the focus groups, how the discussion 
material will be collected and used, what was allowed and not allowed as part of the 
discussion to minimise power dynamics conflicts (Duggleby, 2005) and she told the 
participants that she would ask a quick question to particular participant if she did not 
hear from that participant for quite some time during the discussion. She reminded the 
focus group participants that this was a discussion and that she wanted to hear from 
everyone and that there was no right or wrong question. 
 
Similarly, as for the pilot study, the researcher took quick notes during the interviews and 
focus groups supplemented with tape recording to facilitate transcription. Again, she tried 
to use the voice recognition software that she purchased to help with the transcription 
but the quality of the transcription was still very poor. The researcher opted not to procure 
a third-party service for the transcriptions because of the sensitivity and confidentiality of 
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comments because she would have to anyway go through the transcriptions anyway to 
validate them and to link the transcriptions to focus group participants with her notes. 
The researcher preferred to listen to the tapes and to manually transcribe the interviews 
and focus group discussions in full. Again, even though it was time-consuming, she kept 
the transcripts as verbatim as possible for thick description to improve accuracy and 
reliability (Kvale, 2007). The respondents validated the transcripts to check the accuracy 
of the transcription to improve the study credibility (Lincoln & Guba, 1985). She had 
reminded the interview and focus group participants at the start of the interview or focus 
group that she would send them the transcript for validation and that if they did not 
revert back within the two weeks period of review, she would consider that they would 
accept the transcript as it was. So, the researcher sent the anonymised transcripts to the 
participants after transcription of the interview or focus group and gave the participants 
two weeks to come back for any addition, modification or deletion. Some of their 
comments were modified by the respondents as a result of the validation since 
respondents changed their minds or did not want their comments to be made public in 
the first place. 
 
Even though the participants volunteered for the study, the researcher believed that they 
provided honest feedback because they did not try to make a good impression but 
elaborated on their vulnerabilities (Barbour & Schostak, 2005). Participants were willing 
to talk about their feelings and experiences even those that did not put them in a 
favourable light such as when they felt helpless and when they had to take a medical 
leave from the organisation.  
 
To improve quality, triangulation has been used in the data analysis. The researcher tried 
to verify whether there were existing documents in the organisation that could help with 
verification of the comments and she used member check to verify salient comments 
from one respondent with another respondent (Lincoln & Guba, 1985). Thus, the 
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researcher was able to reconcile with some existing documents such as communication 
of organisational changes, implementation documents and organisational charts. The 
researcher also contacted interviewees to clarify their comments whenever there was a 
conflict among respondents’ comments. Similarly, she gently asked for clarifications 
whenever she got conflictual comments in the focus groups. 
 
3.5 Ethical Considerations 
Prior to starting the study, the researcher completed the Edinburgh Napier University’s 
Research Integrity and Approval Form and obtained approval from the Research Integrity 
Committee of the university on the study approach. 
 
3.5.1 Consent 
The research site, a large Canadian public service department, was the researcher’s work 
organisation at that time. Therefore, the researcher has insights in the working of 
organisation. These insights increased the researcher’s credibility since she had to gain 
their trust by using similar language and she needed to be able to understand the 
respondents and their perspectives instead of superimposing her academic perspectives 
on them (Fontana & Frey, 2008). However, this might impact the objectivity of her 
interpretation. While a few of the participants were previous employees of the researcher, 
these participants were no longer reporting to the researcher for at least two years prior 
to the focus groups. Finally, some participants, at the director level, were peers of the 
researcher but they did not work on the same projects. 
 
To gain access to the site for the research for the pilot, the researcher prepared a short 
presentation (See Appendix D) for her senior management. This short presentation 
included the research objectives, the steps of the research process, the required 
contribution from the organisation (number and type of people to be interviewed and the 
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duration of the interview), potential benefits to the organisations, any ethical 
consideration and her experience and training as a researcher. The researcher used non-
academic language to ensure that her senior manager would understand what she was 
saying. In addition, to get their approval, she had to reassure them that the name of the 
organisation will not be divulged and that the thesis may not be made public. Her 
organisation, thus, approved the pilot based upon the presentation and the main study 
subsequently. 
 
The research study was conducted in Ottawa, Canada with participants over 18 years old 
from the organisation. The researcher prepared a consent form, explaining the purpose 
of the research and how the information gathered will be used, for potential interviewees. 
Similarly, the researcher prepared a consent form with background information about the 
study for the focus group participants. She chose different format but similar content to 
be closer to the participants. Thus, for the focus groups, she prepared the background 
information in the format of question and answers. 
 
She also informed the potential participants that she would answer any questions they 
had about the study before the interview or focus group and had them signed the consent 
form prior the interview or focus group. In addition, she asked them to fill in an 
information sheet (See Appendix E) about their age, education level and management 
experience and to return it to her prior to the interview or focus group. 
 
The researcher asked for voluntary participation through an email invite attaching the 
consent form and some sample questions.  The researcher assured the participants about 
the confidentiality of the result of the study, i.e. confidentiality was preserved through 
anonymization of names of people and places. The files were kept on an encrypted USB 
drive with a backup under lock. All paper files were scanned for electronic storage and 
the paper files securely destroyed. After the publishing of the study, the electronic files 
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would be kept for a period of 1 year before destruction. Access to the files would be 
restricted to only the researcher. 
 
For the interviews, the researcher told the respondents that she would need 60 minutes 
of their time. She arranged a date and time at the respondent’s convenience to motivate 
the respondent while reassuring the person about confidentiality and anonymity.  
 
For the focus groups, the researcher told the respondents that she would need 2 hours 
of their time. She grouped the participants in five focus groups based upon whether the 
participants were the language of choice of the participants, since the federal public 
service is bilingual (English and French) and the language of choice has to be respected, 
and whether the participant was a manager or not. She kept the focus groups to a size 
of 3-6 participants to enable higher level of interaction and to give enough time to 
participants to relate about their experiences and feelings with organisational change in 
detail (Morgan, 1998). 
  
3.5.2 Power Differentials 
The positions of the participants in semi-structured interviews were about the same level 
as the researcher’s position in the organisation. To reduce power differentials, the 
researcher used unstructured questions at the start of the interviews to put the 
participants at ease and to allow respondents’ true thoughts and feeling to emerge 
subsequently (Bryman & Bell, 2011).  
 
The participants for the focus groups were managers and non-managerial employees. 
The researcher separated the employees from the managers to put both groups at ease 
so that they could talk freely about their experiences about organisational change from 
their positions in the organisation. The focus groups allowed to decrease the power 
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differential between the researcher and the participants at the managerial and non-
managerial levels. 
 
The researcher used meeting rooms in a neutral setting, away from the participants’ 
offices, in order to put them at ease for the interviews and focus groups. The public 
service is multi-cultural and the researcher took into consideration relevant cultural issues 
and adjusted accordingly (Sparks, 2002). Interaction was both in French and English to 
address the language preferences of the participants. Two of the interviewees preferred 
French while the remaining 5 preferred English as the language of participation. 
Accordingly, the managers preferred English as the language of participation while the 
employees wanted bilingual. So, the three focus groups with managers including the 
mock one were held in English.  As for non-managerial employees’, there was 1 focus 
groups in English, two in French and a third one was bilingual whereby the respondent 
could reply in English or French. 
 
3.5.3 Interaction with Participants 
The way that researchers present themselves to participants is critical to the success of 
their studies (Fontana & Frey, 2008). The researcher did not want to be seen as a spy 
for senior management and she presented herself as someone who wanted to understand 
and learn from the participants’ accounts for the benefit of the public service.  
 
During the interviews and focus groups, the researcher tolerated silence before the 
response. She asked for clarification when needed and encouraged the participant to 
continue and showed that she was listening. She summarised what the participants said 
during the interview and focus groups to validate, synthesise and move to the next sub-
topic. She redirected the participants gently on digression (Patton, 2002). 
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3.5.4 Data Quality and Reliability 
The researcher preferred to take only important notes and to focus on the participants 
during the interviews or focus groups. She obtained the consent of the participants to 
tape the interviews and focus groups to improve the data quality. To increase 
trustworthiness (Lincoln & Guba, 1985), she carried out members’ check and she provided 
the verbatim transcripts with the pauses and expressions of interviews and focus groups 
to the respondents to seek feedback, to ensure consistency and to ensure that the 
respondents still want their comments to be made public. The researcher used a line-by-
line coding approach and started with initial a-priori codes derived from the initial 
conceptualised framework for change and added emergent ones. She constantly went 
back to previously coded transcripts on each emergent code to ensure that she did not 
miss this code previously and to ensure consistency. Also, to avoid definitional drift 
(Gibbs, 2007), the researcher adopted the definition of the term from the literature when 
new codes are added and she ensured that there is no inconsistency by doing constant 
comparison across the various transcripts. This procedure improved reliability since the 
terms were used consistently and in a predictable manner (Lincoln & Guba, 1985; Roberts 
et al., 2006). 
 
3.5.5 Objectivity and Validity 
The research site was the work organisation of the researcher and the researcher was 
aware that her prior insights of the organisation might impact her objectivity of my 
interpretation. The researcher put herself in the shoe of an external party during the 
interviews and focus groups to distance herself from her working environment. She used 
triangulation, across participants and with secondary documents, as much as possible to 
ensure objectivity. Since the researcher used the Interpretative Phenomenological 
Analysis (IPA) framework to immerse and acquaint herself with the data, she used 
bracketing by keeping out any judgement and beliefs to influence the data transcription 
  
91 
 
 
and analysis (Cutliffe & McKenna, 1999). Similarly, she made several pauses during the 
data transcription to keep some distance with the participants’ accounts and to reduce 
bias. In addition, since any article prepared for publication may need to be cleared with 
the organisation, the researcher has guaranteed the organisation that its name will not 
be mentioned in any publication. 
 
3.5.6 Triangulation 
The researcher performed triangulation across research instruments for consistency of 
the data collection methods. In addition, the researcher performed triangulation across 
sources or cases for pattern holding (Yeung, 1997) and she performed theoretical 
triangulation across various fields of literature to examine and interpret the data. She, 
thus, used literature from organisation theory, organisation behaviour, management, 
sociology and public administration to synthesise and explain things since phenomena, in 
real life, do not live in only one theoretical discipline and to avoid ideological hegemony 
(Maxwell, 2012). Miller et al. (1994) also suggest that more integration is necessary 
across disciplines to investigate organisational change. 
 
3.5.7 Study Trustworthiness 
Lincoln & Guba (1985) argue that qualitative studies should demonstrate trustworthiness 
instead of the quantitative criteria of reliability, validity and objectivity. The authors 
further define trustworthiness as consisting of credibility, transferability, dependability 
and confirmability and as being equivalent to the quantitative standards of internal 
validity, external validity, reliability and objectivity respectively. 
 
3.5.7.1 Credibility 
The researcher has not used prolonged engagement for this study to increase credibility, 
as recommended by Lincoln & Guba (1985), since prolonged engagement is not 
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applicable to interviews and focus groups but to observation (Morse, 2015). However, 
according to Kreftling (1991), the length per interview, the number of participants and 
the timeframe when interviews were conducted are equivalent to prolonged engagement. 
Thus, in a way the study used prolonged engagement for increased credibility since the 
researcher has interviewed 39 participants in semi-structured interviews of more than 1 
hour each and focus groups of about 2 hours each over more than a 3 months’ period 
excluding the pilot. The researcher has also increased the study credibility on account of 
using member check and triangulation with methods, theory and data. She asked the 
participants to confirm the verbatim transcripts before she processed the data and she 
used two methods (semi-structured interviews and focus groups) for data collection 
supported by secondary organisational documentation. In addition, she borrowed 
theories from public administration, organisation and management, psychology and 
sociology in view that organisational phenomena do not live in only one theoretical 
discipline and to triangulate across theories. During the interviews, the researcher used 
reframing of questions, probes, indirect questions and hypothetical situations to verify 
the consistency of responses (Kreftling, 1991; Patton, 2002). 
  
3.5.7.2 Transferability 
The researcher has provided thick description (Lincoln & Guba, 1985) or rich and detailed 
descriptions of the research setting, study participants and extract of participants’ 
accounts to allow readers to evaluate how much of the findings can be applied or 
transferred to other settings. The participants of the current study were asked to provide 
accounts of their experiences with organisational changes in general. They did not provide 
comments about only one particular organisational change but about organisational 
changes they went through during their careers. Thus, they provided accounts of various 
organisational changes in multiple contexts, at varied times during their lives and led by 
different people to increase confidence in validity and applicability (Polit & Beck, 2010). 
In addition, the researcher used the Interpretative Phenomenological Analysis (IPA) 
  
93 
 
 
framework to immerse herself on the data and to reflect on the data prior to the thematic 
analysis to ensure an accurate reflection of the participants’ construction of reality (Cho 
& Trent, 2006) and to promote effective generalisation since “the process of ‘‘making 
meaning’’ and developing powerful analytic generalizations in qualitative studies relies on 
the researcher’s thorough understanding of and engagement with the data” (Polit & Beck, 
2010, pp. 1456). 
 
3.5.7.3 Dependability 
Dependability refers to consistency of findings (Kreftling, 1991) and the researcher 
ensured dependability by describing the processes of the study in detail (Shenton, 2004) 
and by putting comments in the MAXQDA software during immersion of the data, when 
she reflected on the data, and during data analysis so that someone else may follow the 
line of thinking of the researcher (Thomas & Magilvy, 2011). In addition, the researcher 
adopted the definition of terms of the literature when she created the coding system (see 
Appendix H) and she ensured that there was no inconsistency by doing constant 
comparison across the various transcripts. 
 
3.5.7.4 Confirmability 
Confirmability is related to the data and interpretational confirmability instead of the 
researcher objectivity (Kreftling, 1991). The researcher has kept all the raw data in 
electronic format for audit purposes together with the comments entered in the MAXQDA 
software to be able to reconstruct the data. She has also added the instrument 
development information in Appendices B to D. 
 
3.6 Data Analysis 
The researcher initially familiarised herself with the data by reading and re-reading the 
verbatim transcript as and when she received the agreement of the participant(s) that 
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the transcript was a correct account of the interview or focus group discussion for both 
the pilot and main study.  
 
3.6.1 Interpretative Phenomenological Analysis for Data Engagement 
The researcher chose to use thematic analysis for the data analysis since thematic 
analysis is a methodological technique to identify, analyse and interpret patterns of 
meaning or “themes” within the data, without being linked to a particular research 
paradigm, to organise and report the analytic observations of the researcher (Braun & 
Clarke, 2017).  
 
However, Morse & Field (1995) argue that themes are not explicit and that they do not 
jump out of the data and the authors recommend that researchers step back and consider 
what the participants are actually trying to tell by using complementary techniques such 
as phenomenology to identify the obvious beneath the surface of the data. Hence, prior 
to undertaking thematic analysis for the main study, the researcher drew upon the 
interpretative phenomenological analysis (IPA) framework to immerse herself in the data 
and to become engaged with the data (Smith et al., 2009). The researcher chose to use 
the IPA framework for emersion because IPA aims to explore participants’ perceptions of 
their lived experiences and, through the study, the researcher wants to give “voice” to 
employees as they would be the best persons to inform about their experiences and about 
how they can become ready for organisational changes in the public service. Thus, the 
IPA framework allows the researcher to make sense of the participants making sense of 
their world in a two-step sensemaking (Smith & Osborn, 2015).  
 
The researcher began the familiarisation of the main study data using IPA by analysing 
the content of the transcripts, by putting notes against anything of interest and by 
keeping an open mind. As such, the researcher tried to understand what the participant 
meant when the participant used certain words in a metaphorical way, when the 
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participant stressed on certain words or when the participant used particular grammatical 
constructions. She listened to the tape several times while reading the transcripts. She 
also paid close attention to the words used by Francophones when they replied in English 
and when Anglophones replied in French to ensure that the meaning was correct. To 
conclude the familiarisation of the data, she added comments against particular data 
segments about the description of that data segment or the language used. Once the 
researcher has familiarised herself with the data and has understood the data using IPA, 
she moved to the data analysis using thematic analysis.  
 
According to Willig (2008), a full IPA analysis comprises four stages. First, it requires 
reading and re-reading of the text to produce numerous notes about initial thoughts and 
observations from the encounter with the text. This can include associations, questions, 
summary statements, comments on language use, absences, descriptive labels, etc. The 
second stage involves identification and labelling of themes for each section of the text. 
The third stage involves structuring the themes identified in stage two in clusters and in 
relation to each other. The fourth stage involves the creation of a summary table with 
the quotations for each theme.  
 
The researcher conducted only the first stage of the IPA analysis in order to familiarise 
herself with the data prior to conducting thematic analysis. She opted to continue with 
thematic analysis (see section 3.6.2) because, unlike IPA, thematic analysis requires the 
researchers “to describe how they have identified and abstracted themes during data 
analysis beyond stating that they have been developed through reading and immersion 
in data” (Vaismoradi et al., 2016, pp. 106). However, since the study is using the critical 
realism philosophy, the researcher continued with critical realism data analysis to identify 
mechanisms and derive explanation after the identification of the themes from thematic 
analysis. Thus, the researcher strengthened her analysis by using IPA for data 
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engagement, thematic analysis for themes identification, analysis and interpretation and 
critical realism data analysis for mechanism identification and  
 
3.6.2 Thematic Analysis 
To perform thematic analysis after the data familiarisation, the researcher opted for a 
structured set of operations to find the important but not necessarily common threads 
across the whole dataset to address the specific research question (Braun & Clark, 2012). 
She used the operations of categorisation, abstraction, comparison, dimensionalisation, 
integration, iteration and refutation (Spiggle, 1994) iteratively (see Figure 12). These 
operations, thus, allow “researchers to organize data, extract meaning, arrive at 
conclusions, and generate or confirm conceptual schemes and theories that describe the 
data” (Spiggle, 1994, pp. 493).  
 
To begin categorisation, she derived 10 a-priori categories or codes that came from her 
literature review and initial conceptualised framework for change (Spiggle, 1994): 
Communication, Participation, Leadership, Management, Trust, Support, Self-Efficacy, 
Perception, Efficiency and Effectiveness. She also used the software MAXQDA for tracking 
the coding of the interview and focus group transcripts and for extracting code data for 
analysis. MAXQDA kept track of the number of times that she used each code (grounded 
field) and the relationships that she defined between the codes.  
 
The researcher adopted a manual line-by-line coding approach in view of the terminology 
respondents used and the complexity of relationship of the information. She coded the 
data based upon the 12 types of information that can be coded (Gibbs, 2007) as listed in 
Table 7. As she coded the transcripts, she identified additional emergent codes (Spiggle, 
1994; Gibbs, 2007).  
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Figure 12: Thematic Analysis Operational Steps 
 
 
Since she used an iterative approach, she constantly went back to previously coded 
transcripts on each emergent code to ensure that she did not miss this code previously 
and to ensure consistency. Also, to avoid definitional drift (Gibbs, 2007), the researcher 
adopted the definition of the term from the literature when new codes are added and she 
ensured that there was no inconsistency by doing constant comparison across the various 
transcripts (see Appendix H). This procedure improved reliability since the terms were 
used consistently and in a predictable manner (Lincoln & Guba, 1985). 
 
Group of Information Short Description 
Specific acts and behaviours What people do or say 
Events Usually brief, one-off events or things someone 
has done 
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Group of Information Short Description 
Activities Longer duration acts in particular setting 
Strategies, practices and tactics Activities aimed towards some goal 
States General conditions experienced by people or found 
in organisations 
Meanings What it means to the participant 
Participation Involvement or adaptation to a setting 
Relationship or interaction 
between people 
The relationship or the interaction between two 
people or within a group 
Conditions or constraints Precursor to or cause of events or actions, things 
that restrict behaviours/actions 
Consequences Results and what happens if … 
Settings Entire context of the events under study 
Reflection Researcher’s role in the process 
Table 7: Type of information coded 
 
Furthermore, she determined which focus group participant said what during the 
discussions and coded the focus group discussions under the individual participants in 
order to be able to draw similarities and differences among participants.  
 
At the end of the coding exercise, she had an additional 93 emergent codes including one 
for thinking time when participants would pause or would say euh, hmm, eh, etc. In 
addition, she had 8 emoticons codes to code the emotion showed by the participants 
during the interviews/focus groups. 5 of the emergent codes were used less than 3 times. 
This would suggest that they were less important to the study in view that there were 39 
participants and that the durations of the interview and focus group were 1 hour and 2 
hours respectively. If these codes were important, they would have been mentioned more 
than 3 times. Table 9 in Appendix G provides an illustration of how the codes were 
distributed among the participants. 
 
After the coding exercise, the researcher proceeded with abstraction (Spiggle, 1994) to 
derive patterns of codes (Miles et al., 2014; Patton, 2002) by collapsing the 103 codes 
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into 7 families of codes. The listing of codes used for de-contextualisation and their 
classification in families of codes are listed in Table 12 in Appendix H.  
 
While doing abstraction or deriving the patterns of codes, the researcher also proceeded 
with comparison of data extracts across transcripts to identify differences and similarities. 
At the same time, the researcher performed dimensionalisation and integration to identify 
relationships and meanings across the patterns. In addition, she continuously proceeded 
with iteration by extracting and analysing the information based upon each family of 
code, with back-and-forth consultation to the codes, to make sense of what was 
happening and what the participants were experiencing during organisational changes. 
Extraction of data was facilitated by the MAXQDA software. Moreover, she proceeded 
with refutation by systematically challenging the inference of the data while she 
determined the major themes. In drawing the themes using an inductive approach, the 
researcher reminded herself that the theme should provide meaning through the data set 
and link closely to the research questions and data (Braun & Clarke, 2006). At the end of 
the thematic analysis, the researcher came up with three major themes linked to the 
research questions which are related and which are built on each other without 
overlapping (Braun & Clarke, 2012). These themes are (1) “experiencing changes in the 
public service”; (2) “leadership of change in the public service”; and (3) “supporting 
elements for public service changes”. Using these themes, she reported the findings (see 
Chapter 4 of this report). 
 
3.6.3 Grouping Procedure 
The researcher collected participants’ feedback separately for directors, managers and 
non-managerial employees. This feedback is provided in the thick description vignettes 
in the thematic analysis where the researcher has anonymised the participants with a 
prefix to indicate the position of the participant in the organisation. Hence, DIR8 would 
refer to director number 8 participating in the study whereas MGR8 and EMP8 would refer 
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to the manager number 8 and non-managerial employee number 8 participating in the 
study respectively (see Appendix F for the list of anonymised participants). 
 
3.6.4 Critical Realism in Data Analysis 
Data analysis, using the critical realism philosophy, searches for mechanisms in the key 
elements of agency, culture and social structure (Morton, 2006) for explanation instead 
of looking for causality according to the Humean contingent sequence (Elder-Vass, 2011). 
Thus, the researcher used the critical realism explanatory logic of abduction in the 
thematic analysis to describe the everyday objects in an abstract and more general form 
for the findings. She continued with abduction to describe the sequence of causation of 
the observable pattern. She also performed retroduction, the second explanatory logic of 
critical realism, to ensure that the explanations are correct by challenging the causes and 
by asking what-if questions to discover any hidden mechanisms (O’Mahoney & Vincent, 
2014). In addition, consistent with critical realism, she conducted theoretical triangulation 
to examine and interpret the data (Patton, 2002) to explain how and why things happen 
in her analysis.  
 
While doing abduction and retroduction, the researcher looked for probable mechanisms 
to explain readiness for change in the public service (see Chapter 7). As the public 
service is an open system and mechanisms interact among them with different results 
based upon the context (Mingers, 2015; Elder-Vass, 2011; Sayer, 2000), the researcher 
performed the analysis of likely mechanisms in groups interacting with one another 
instead of just focussing on one mechanism. She, thus, proceeded to examine and report 
on the mechanisms based upon the themes that she produced from the thematic analysis 
because a theme is a logical grouping of patterns of data recognition that are important 
to the phenomenon of study (Fereday & Muir-Cochrane, 2006).  
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Moreover, she used the same methodology that Pawson & Tilly (1997) used, for their 
realist evaluation of mechanisms in the introduction of CCTV cameras in the car park to 
reduce crime, but in the context of organisational change with readiness for change as 
outcome. Pawson & Tilly (1997; 2004) argue that human agents interpret and act upon 
change interventions through mechanisms. Similarly, Blom & Moren (2011) describe 
mechanisms as analytical constructs consisting of causes, motives and choices that 
influence observable events. Thus, using the argument of Pawson & Tilly (1997; 2004), 
she followed the chain of logical thinking and response about organisational change since 
“realist evaluation is all about turning this moment’s thought into a comprehensive theory 
of the mechanisms” (Pawson & Tilly, 1997, pp. 78) through which public servants are 
cognisant about organisational change and for the necessary powers to be actualised for 
readiness for change.  
 
3.7 Chapter Summary 
This chapter has provided the research design and methods of the research study using 
the critical realism philosophy. The aim of critical realism is to provide explanation of 
empirically observed events through mechanisms which are drawn from analysis that is 
based upon empirical observations. The research approach was grounded in the 
theoretical framework and initial conceptualised framework for change from the literature 
review. The data collection methods selected were interviews and focus groups with 
typical case sampling from volunteered public servants at director, manager and non-
managerial levels. A pilot study was conducted prior to the main study to validate the 
research protocol. The study participants provided accounts of their lived experiences of 
organisational changes for studying readiness for change in the public service. 
Interpretative phenomenological analysis was used to make sense of the data while 
thematic analysis was used for data analysis. In addition, critical realism mechanisms for 
readiness for change were identified during the thematic analysis. The researcher 
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adopted a definition of mechanism and a methodology of uncovering mechanism, based 
upon linkages across various literatures that are consistent of the intent of critical realism 
mechanism, to provide a critical realism explanation of readiness for change. 
 
The choice of data collection methods as well as the process of inquiry have been 
described and justified. The ethical issues have been discussed together with the 
measures taken to ensure rigor and trustworthiness. The explanation of the design, data 
collection methods and the analytical process may enable other researchers to assess 
transferability to their sites. The findings are reported in the next four chapters. 
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4 Thematic Analysis Findings 
4.1 Introduction 
This chapter presents the findings from the thematic analysis according to the 
methodology described in Chapter 3. To begin, the chapter provides a short description 
the themes that emerged from the thematic analysis. It then provides an elaboration of 
the first theme. Finally, it concludes with a chapter conclusion.  
 
4.2 Findings from Thematic Analysis 
The study findings directly correspond with the conceptualised framework created from 
the literature review with some slight differences. In addition, the study provided 
additional findings not mentioned previously in the reviewed literature. These findings 
are discussed in the presentation of the three themes. 
 
Overall, even though the participants occupied different levels within the organisation, 
they provided similar feedback about their experiences and feelings about organisational 
change. This may be explained by the fact that all three levels are recipients of 
organisational changes as they are not the ones driving organisational changes in the 
public service. Since the findings are mostly similar across levels, the researcher has opted 
not to collate separate findings for directors, managers and non-managerial employees 
(see Appendix G for distribution of codes across levels) to avoid repetition. The 
participants are collectively referred to as public servants subsequently unless where 
there are key differences when they are then referred to their respective levels. 
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Three themes emerged from the thematic analysis according to the methodology 
described in Chapter 3. As stated by Braun & Clarke (2012), themes are not necessarily 
common threads across the data but themes are the most important threads related to 
the research question, i.e. in this study, about readiness for change in the Canadian public 
service. These themes are “experiencing changes in the public service”, “leadership of 
change in the public service” and “supporting elements for public service changes”. The 
researcher has opted to present these themes in this order because the first theme is 
about what public servants experience during changes to provide a backdrop about 
organisational changes from the change recipients’ perspectives and to introduce the next 
two themes. The second theme is about how the change is being led so that it highlights 
how the experiences are linked with the way that the change is led. Finally, the third 
theme is about providing the elements to support the change recipients during 
organisational changes. Thus, the themes support each other with respect to the research 
question. 
 
The first theme is presented in the next section of this chapter while the next two themes 
are presented in Chapter 5 and Chapter 6 respectively. All of the themes are supported 
with thick description vignettes of participants’ feedback (in blue table) and with reference 
to the initial conceptual model. The researcher has selected vignettes across the group 
to illustrate the findings. 
 
4.3 Experiencing Changes in the Public Service 
Theme 1 originated from interview and focus group questions such as “what does 
organisational change mean to you?”; “Can you identify some challenges with change 
within the public service?”; “Taking example of a change, can you tell me how the change 
affected your level of energy, enthusiasm and workload?”, “How easy is it to work in this 
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environment of change?”; “How did your feelings evolve with the change?” and “Are you 
proud of the work that you are doing every day?”.  
 
This theme is presented in 6 sub-sections, namely emotional aspect of change; lack of 
organisational justice; uncertainty, anxiety, stress and change fatigue; powerlessness and 
helplessness; victims and survivors; and loss of faith. 
 
4.3.1 Emotional Aspects of Change 
As illustrated by the thick description vignette below, participants revealed that they all 
experienced various emotions during organisational changes. Excitement and hope, fear 
and a mix of emotions are their common initial feelings upon hearing that an 
organisational change is going to happen. Public servants are excited and hopeful about 
the possibilities that the change will bring but, simultaneously, they fear that the 
organisational change will bring job loss or that the change will negatively modify their 
job or role in the organisation. 
 
Excitement, hope and fear 
“A whole bunch of things all at once. One word that you can use and everybody 
identifies with is fear. Oh, what’s that going to be? Or excitement. Oh, yeah, that looks 
great… I have been through a bunch of organisational changes in the past and I have 
never seen one that has been so lousy, poorly communicated, hum, just an 
abominable, hum, failure, this one. Like I said before, it’s just never ends. It’s going to 
be probably as long as I am an employee at this department. Hum, [sigh], but when 
somebody tells me that there is going to be a major change that will directly affect 
me, there, it’s, it’s a whole engine of motion because some, one of those may be hum, 
hope, maybe I can think of better place to be, or maybe I can meet new people as, as 
I move in and out of the reorganisation. So, there is no single answer.” 
EMP4: Male, > 20 years as a public servant 
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Excitement, hope and fear 
 “It’s also excitement and hope… Because we are kind of going through a reorg with 
a bit confusion right now. It is colouring the thing. But I usually like change quite a bit. 
Even when I saw the first announcement, my first thought was awesome. I thought it 
was awesome. So, I think that it becomes negative, it can become negative, I think it 
is not always a fearful thing. It is exciting.” 
EMP3: Male, 11-15 years as a public servant 
“So, that’s exciting but at the same time the employees are afraid that these services 
will be outsourced and (they will) be repatriated and managed by DEPT1 but 
outsourced to the private sector.” 
MGR3: Female, > 20 years as a public servant 
As soon as you talk change and you talk economies, people, their natural tendency 
was ok, we are trying to do more with less, am I going to be affected by that less? 
Hum, [pause] and I think that [pause] but in all, [pause] things tend to look after 
themselves. You know, there were a couple of employees that chose that point in time 
to find an assignment opportunity outside of the organisation. That’s, that’s how 
some people deal with change. If the organisation changes, I am going to go for six 
months and let the change happen and then come back.” 
DIR3: Male, 11-15 years as a public servant 
 “My first thought is will I keep my job? Will I, will I work in another place that I do not 
like? Will I be forced to do something I do not like?” 
EMP16: Male, 6-10 years as a public servant 
 
An analysis of this finding, on hope, fear and ambivalence of simultaneous 
emotions during change, is provided in the next three sub-sections respectively. 
 
4.3.1.1 Hope and Excitement 
Snyder (2002), in his article about hope theory, defines hope as “the perceived capability 
to derive pathways to desired goals, and motivate oneself via agency thinking to use 
those pathways” (pp. 249). Furthermore, Lazarus (1999) argues that hope stems from 
the inadequacy of the current condition in life making one to either desire a better 
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outcome for oneself or to making one to desire that an adverse condition will not happen 
to worsen the existing condition. This implies that cognitively one has to appraise the 
existing condition or well-being and the relationship of self with respect to the 
environment. This study finding, hence, suggests three things about public servants and 
organisational change. First, public servants appraise their current condition in the 
organisation and infer meaning about what is happening; second, they derive desired 
goals of what organisational changes can be based upon the inferred meaning; and third 
they perceive how they can put energy and thinking towards reaching these desired goals 
to improve their current conditions. Therefore, public servants have already a perception 
of their potential benefits from the change and a perception of how to enable those 
benefits to be reaped even before the change is implemented. The feeling of excitement 
seems to be merely a joyful anticipation of the potential benefits from organisational 
changes.  
 
4.3.1.2 Fear 
Participants also revealed that they simultaneously experience fear with hope and 
excitement on hearing that an organisational change will occur. This fear being due to 
the threat of losing their jobs and/or to the threat of not liking their redefined jobs or 
roles as part of the organisational change. In sum, their feeling of fearfulness is linked to 
job insecurity and the actual or potential loss of their jobs or roles. According to Bailey 
and Raelin (2015), change undeniably implies loss and that loss can be either positive, 
as in the case of unburdening employees from past obligations, or negative as in a layoff 
when it generates uncertainty and anxiety. Positive loss, hence, is desired and it seems 
similar to how hope works since it allows public servants to perceive ways to improve 
their existing condition. While both types of loss involve letting go of something, negative 
loss is painful and is not desired. The degree of job insecurity, due to the potential of 
losing one’s job or to forsaking some valued features of one’s job, depends on the severity 
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of the threat and on one’s sense of powerlessness or ability to overcome the situation 
(Greenhalgh & Rosenblatt, 1984). In this case, the severity of the threat being the 
perceived probability that the threat will materialise times the perceived consequence if 
the threat materialises. Thus, if the organisation does not provide clear communication, 
public servants will use their senses to make sense of the situation and they may believe 
that the threat is more severe than it actually is. 
 
In addition to job insecurity, which results in economic loss, the fear of job loss or the 
fear of not liking the job or role are associated to the losses of personal, professional and 
social identities. Personal identity or what defines one as an individual, has a direct impact 
on self-esteem and is central to how one interacts with the social environment. Self-
esteem which is based upon the four corners of acceptance, evaluation, comparison and 
efficacy and negative comparison with peers damages it (Hewitt, 2011). Hence, because 
of the potential loss compared to others, self-esteem of public servants declines.  
 
Moreover, face (Goffman, 1967), or the social image that the other group members share 
about the public servant, would be impacted by the potential loss and the lowered self-
esteem. Moreover, one has multiple social identities when one becomes we within 
inclusive social units (Brewer, 1991) with similar group values and practices. These social 
identities provide one with prestige associated with identification to these groups as 
opposed to the out-groups (Ashforth & Mael, 1989). Public servants have various social 
and professional identities because of organisational structure and because the public 
service encompasses various professions. Identities within the profession and with other 
social groups are altered as a result of job loss or when the job is redefined within the 
organisation. To illustrate, a particular public servant could be working as a project 
manager in the information technology branch and he would identify himself with the 
information technology group broadly but also with the project management group in the 
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public service and in the project management community where he may have a 
professional membership. Losing his job would mean that he would lose his identity as 
information technologist and his identity as project manager internally and within the 
community.  This public servant may also be a visible minority belonging to the visible 
minority network and the loss of his job would also mean that his relational self or self-
concept with significant members (Brewer & Gardner, 1996) of his community will be 
altered as a result. The alteration or loss of identities and face add to the pain of job loss 
and/or redefined job or role in the public service. 
 
4.3.1.3 Ambivalence of Simultaneous Emotions 
Participants revealed that they have ambivalent responses about change. Piderit (2000) 
maintains that employees can exhibit ambivalence of responses about organisational 
change since their responses are along the three dimensions of emotion, cognition and 
intention. This means that their responses can differ and be in conflict across the three 
dimensions over time. However, the finding of the current study shows that ambivalence 
can also exist simultaneously across only one dimension, namely emotion since hope and 
fear can exist simultaneously. Hence, this suggests that the public service needs to 
acknowledge and factor in ambivalence of simultaneous emotions in developing the 
strategy to enhance readiness for change for public servants. 
 
Moreover, even though that organisational change is a process with multiple steps that 
can be iterative, the readiness for change literature implicitly and explicitly suggests that 
readiness for change has to be built at the start of organisational changes and then the 
change is managed through change management practices (e.g. Armenakis et al., 1993). 
However, as seen from the current study, the emotions of public servants, including hope 
and fear, may be altered at any moment during an organisational change based upon 
their perceptions and realities of the ongoing change process. The current study findings 
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indicate that in reality readiness for change is not a situation about whether to either 
adopt or to resist organisational change. Instead, readiness for change is an indicator 
along the spectrum of adoption and resistance and that the readiness indicator fluctuates 
along this spectrum throughout organisational changes. This means that readiness for 
change needs to be constantly monitored and managed in an iterative way and that 
various strategies have to be used depending on the degree of readiness. This even more 
so since readiness for change may vary from public servant to public servant at any given 
point in time. 
 
In sum, public servants are hopeful and excited about organisational changes because 
they perceive that they can potentially obtain benefits from the change and they think 
about ways to obtain those benefits. However, they are fearful of organisational changes 
at the same time in case the changes impact their jobs and their roles in the organisation 
negatively. Thus, they are anxious and stressed about potential job losses and roles 
minimisation that could impact them financially or make them lose their identities and 
faces. The findings suggest that ambivalence of responses can exist within the sole 
dimension of emotions and that readiness for change can fluctuate throughout the period 
of organisational change for the same individual. 
 
4.3.2 Lack of Organisational Justice 
Participants revealed that they believe that there is no longer any loyalty in the public 
service since they can lose their jobs at any time during an organisational change. In 
addition, they disclosed that they believe that the organisation has no respect for 
employees because the organisation does not inform them in advance about potential 
layoffs for them to adjust and to prepare their future. They, hence, have a feeling that 
there is no organisational justice.  
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No Loyalty from Organisation after Signing the Letter of Offer 
“At the last DPI conference, the CIO of Canada made some remarks together with her 
US counterpart… we’ve certified a number of third party cloud providers, secured to 
provision infrastructure services to the US services and then with respect to our staff 
we need people who can manage requirements, manage projects, task solutions but 
not so much develop because it cost too much to bring staff from where they are, from 
their current level of expertise to where they need to be…The deal we came in is 
changing… The deal we came in… is that you sign for the long run and we’ll take care 
of you…They said that the deal would not change!” 
MGR1: Female, 16-20 years as a public servant 
 
According to Cropanzano et al. (2007), organizational justice takes the perspective of 
employees in order to ensure that the organisation is taking an ethical and moral standing 
in the treatment of its employees. Thus, organisational justice is more than just having 
favourable outcomes since it is made up of the three components of distributive justice, 
procedural justice and interactional justice. Distributive justice is about having 
appropriate outcomes based upon equitable rewards for employees, equal treatment of 
employees and appropriate benefits according to the needs of the employees. Procedural 
justice, on the other hand, is about the appropriateness of the process based upon the 
consistency of treatment of employees, lack of bias of the process for any individual or 
group, decision taken by considering accurate information, representation of employees 
through input in the decision, correction mechanisms to correct any mistake in the 
process and ethical conduct. Finally, interactional justice is about appropriate treatment 
from management through interpersonal justice by treating employees with dignity, 
courtesy and respect and through informational justice by sharing any relevant 
information with employees.  
 
The current study findings suggest that public servants suffer from procedural justice and 
interactional justice during organisational changes. Specifically, public servants do not 
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feel that decisions are accurate and that organisational changes leading to downsizing 
are not necessary and justified since the same change is recycled over a period of time 
and then abandoned at the expense of taxpayers. Public servants also do not feel that 
they have a say in the decision about organisational changes and that they cannot appeal 
to the way that the changes are implemented. In addition, the organisation does not 
share relevant information in advance with its employees for them to take necessary 
measures to mitigate the outcomes for them. 
 
No Respect and Procedural Justice 
“See, for me, that’s a matter of respect. Because I respect the organisation strategy. I 
will accept it. Our organisation has to have a strategy. But please also respect my 
strategy. And to have my own personal strategy, I have to know things. So, please tell 
me that maybe, hum, I will not be required two years from now and I will build my 
personal strategy around it. That kind of, hum, straightforward statement will prompt 
me a lot. I would appreciate that.” 
EMP6: Female, 1-5 years as a public servant 
 
Moreover, public servants do not feel that they are treated with respect, courtesy and 
dignity since they perceive that the public service is no longer keeping its promise that it 
will take care of its employees in the long run and that the organisation does not hesitate 
to lay off its employees. Thus, the organisation is breaching the psychological contract or 
employees’ expectation of a reciprocal agreement with them. Employees’ perceived 
breach of psychological contract by the organisation, in turn, causes them to lack trust in 
the organisation (Hopkins & Weathington, 2006). Barbalet (1996) also contends that trust 
is the emotional cornerstone of cooperation since one depends on others for successful 
action and that without cooperation one cannot be sure of the future outcome of the 
action. Otherwise one could resort to coercion which is driven by fear or self-interest 
which itself will lead the individual towards some cooperation. For this reason, the public 
service may need to ensure that it maintains the trust of public servants during 
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organisational change since it depends on their cooperation for successful implementation 
(Piderit, 2000) from initiation to post-implementation of the change. 
 
4.3.3 Uncertainty, Stress, Anxiety, Self-Efficacy and Change Fatigue 
Participants revealed that, as the organisational change progresses, their excitement thins 
out and uncertainty about the change builds up. They, then, become anxious and 
stressed. This stress subsequently becomes change fatigue as the duration, number and 
pace of organisational changes increase. The vignettes below are just some examples 
that participants face a lot of uncertainty and ambiguity during organisational changes. 
An analysis of these findings is provided in the next three sub-sections on uncertainty 
and stress; anxiety; and self-efficacy and change fatigue. 
 
Stress and  Change Fatigue 
“Like, we all know that this kind of change is stressful and we figure, yeah, we can go 
through this over and over and over. But I just went through some personal stress and, 
and, it hits me that it’s like managing the work stress is one thing but if you have other 
stuff going on, it is a lot harder… is it worth doing this? You know, there is a price. 
Even a positive change has stress with that. And, you know, maybe we should just let 
things be the same for a while and give people a breather.” 
MGR8: Female, > 20 years as a public servant 
 “We have had too many experiences in the government to say … that this will not 
happen. That it will last too long and that we will lose our objective … I call it a 
corporate fatigue. Hum, because not only is it us personally but the whole team will 
feel it too… is it still a good thing to do? If it is not, it is better to stop. There is a 
tremendous amount of difficulty for the government to do that…You’re not going to 
have a quality product and you’re going to burn a lot of people too. Why don’t we stop 
and reposition ourselves?” 
DIR7: Female, > 20 years as a public servant 
“Wait, there’s too much change. There’s way too much change... You can’t nail 
anything down because every time that you start to nail it down there’s going to be a 
change. And, I very seldom am told why anything is changing. So, I don’t know 
whether it is for a good reason or a bad reason. All, I know is that I say to myself, oh 
god, here we go again!” 
EMP8: Female, > 20 years as a public servant 
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Continuous Changes 
“So, I have been here for three years, more than three years, and I saw few changes 
from, like the, organisation changes and now they are saying we are changing again. 
But each time when they say changes and like EMP4 mentioned it, it takes a long time 
and they stay in the same stage. If the change takes a long time, I don’t think that we 
need to change. Because you are probably thinking about another change again.” 
EMP5: Female, 16-20 years as a public servant 
 
4.3.3.1 Uncertainty and Stress 
Folkman (2010) argues that uncertainty, which can be classified into the four categories 
of temporal uncertainty, event uncertainty, efficacy uncertainty and outcome uncertainty, 
is accompanied by psychological stress. Temporal uncertainty occurs when the person is 
uncertain when something will happen; event uncertainty occurs when the person is 
uncertain what will happen; efficacy uncertainty occurs when the person is uncertain 
what can be done about the situation; and finally, outcome uncertainty occurs when the 
person is uncertain about the final result of something (Folkman, 2010).  
 
From the accounts of the current study, participants face all four types of uncertainty at 
various periods during organisational changes. To illustrate, from the accounts of 
participants, public servants may not know when a particular step in the change process 
will be done (temporal uncertainty) and what the change will consist of (event 
uncertainty) because the change recipients are not part of the decision-making group 
who is planning or implementing the change. Hence, these public servants do not have 
any control about when and what will happen. Also, as revealed by participants, when 
they get information about certain aspects of the change process, they more likely do not 
know what they can do (efficacy uncertainty) because they do not have the proper 
support mechanisms and, thus, they do not know what would be the outcome of the 
process (outcome uncertainty). Public servants, hence, experience the four types of 
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uncertainty along the organisational change process at multiple periods and they are 
constantly working under psychological stress. 
 
4.3.3.2 Anxiety 
During organisational changes, participants disclosed that they feel anxious on account 
of the threat of adverse working conditions impacting their roles and of the possibility of 
losing their jobs. They fear that their existence will no longer be what it is and they feel 
anxious due to this uncertain existential threat (Lazarus, 2005). The anxiety of public 
servants is further pronounced because they lack the information to enable them to 
perform a primary appraisal of the perceived threat for themselves and a secondary 
appraisal about their available options to allow them to cope based upon these analyses 
(Carver et al., 1989). Furthermore, Lazarus & Folkman (1987) suggest that, without the 
ability to do a secondary appraisal, individuals feel that that they do not have control over 
the threat outcomes and, consequently, their self-esteem may decrease. Thus, the self-
esteem of public servants may decrease as a result of their anxiety. 
 
4.3.3.3 Self-Efficacy and Change Fatigue 
According to Bandura (1982), while repeated personal successes increase one’s perceived 
self-efficacy, i.e. the control over unpleasant stimuli and experiences, repeated failures 
or limited personal accomplishments decrease one’s self-efficacy. Thus, public servants 
need to have successes with organisational change to increase their perceived self-
efficacy.  
 
Moreover, Wanberg & Banas (2000) argue that individuals need to also have change-
related self-efficacy during organisational changes. The authors define change-related 
self-efficacy as “individual's perceived ability to handle change in a given situation and to 
function well on the job despite demands of the change” (Wanberg & Banas, 2000, pp. 
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134). Hence, since public servants have limited control over the threats during 
organisational changes, their self-efficacy decrease so that they feel that they cannot 
mobilise the necessary resources to adapt and to deliver their tasks effectively and to 
control the events in their lives. Consequently, public servants constantly feel exhausted 
and they burnout over time, with repeated organisational changes, due to the disparity 
in the work environment and the coping resources available to them (Schaufeli & Peeters, 
2000). This is also supported by Bernerth et al. (2011) who argue that change fatigue, 
or the feeling that too much change is happening, enhances the feeling of emotional 
exhaustion since employees are no longer able to align their energy with what the 
organisation is expecting from them. These arguments are, thus, consistent with the 
findings of the current study as the syndrome of change fatigue is prevalent across the 
public service as revealed by the participants. 
 
Furthermore, the current study also uncovers that, in addition to the number of changes, 
the speed of the changes as well as the number of failed changes over time increase the 
feeling of change fatigue. By the same token, both pace of changes and failed changes 
deplete the energy and resources level of employees and prevent them from coping with 
current and future changes. Participants disclosed that when changes are not completed 
successfully, more changes are initiated but that these do not get completed either. As a 
result, public servants’ energy and resource levels continue to deplete over time. 
Moreover, according to Swindle et al. (2001), work productivity increases greatly when 
energy level is improved for depressed individuals and, thus, public servants who are 
depressed may not also be able to increase productivity because their energy levels are 
not being restored with the ongoing changes. 
 
In addition, the capacity to work, or the cognitive and psychological capabilities of 
employees to perform their tasks effectively, depends on the energy level as well as on 
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the knowledge, skills, intelligence, age, level of education, stamina, motor skills and 
health of the individuals (Blumberg & Pringle, 1982). As a result, public servants do not 
look forward to long organisational changes even though these changes may be beneficial 
and invigorating at the start because they have to put a lot of efforts but with trivial 
result. Equally important, they do not look forward to an organisational environment with 
repeated changes if they, themselves, are undergoing changes in their lives. Thus, this 
implies that change leaders should take into account the speed and impact of the change 
on employees when deciding to undertake an organisational change. 
 
To summarise, public servants experience temporal uncertainty, event uncertainty, 
efficacy uncertainty and outcome uncertainty with stress during organisational changes. 
They are also anxious due to the changes becoming a threat of to their existence. Their 
anxiety becomes more pronounced when they lack proper information about the change 
and their self-esteem declines as a result. Furthermore, their self-efficacy also declines 
because of the limited control over the threat and they no longer have the resources to 
cope with the changes. Consequently, public servants are exhausted and burn out with 
the pace of changes and change fatigue. 
 
4.3.4 Powerlessness and Helplessness 
In addition to change fatigue, participants disclosed that they experience other emotions 
when the change does not happen the way that they anticipated. The change becomes 
painful for them to live every day. Some of them feel that they can no longer work in that 
continuously changing environment. Thus, at all hierarchical levels, participants informed 
that they are frustrated with organisational changes because they cannot control their 
work environment due to lack of information, ambiguity and uncertainty of the change 
outcome.  
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Despite that the organisational change is painful with negative impacts to change 
recipients, some participants disclosed that they need to provide input for the 
organisational change to work effectively and for them to stay engaged in the changing 
environment that they perceive as a mess. Thus, public servants believe that they need 
to provide feedback to correct the situation for the organisational change to be successful. 
However, the feeling of frustration eventually leads to disillusionment as the situation 
persists, making some public servants hate their jobs and disengage from the 
organisation. Hence, a few participants, at managerial and non-managerial employee 
levels, revealed that, when the change drags on, they become cynical and disengaged as 
a mechanism of self-defence and preservation against helplessness. 
 
Moreover, participants who were initially excited and hopeful of the change, lose interest 
in the change because of the lack of information about the change and because they 
cannot provide feedback about it. Thus, they also become disengaged due to lack of 
information, direction and clarity about the organisational change. Similarly, some 
participants, at all levels including the director level, further commented that they felt left 
out of the change as if they were orphans of the organisation.  According to the 
participants, they, then paradoxically, further alienate themselves from the rest of the 
organisation and from other public servants. The reasons given were for protection and 
for perception of contribution because they did not want to feel impacted by whatever is 
happening around them and because they want to feel that they are still contributing to 
the organisation in their bubbles.  
 
Hating the job 
“It’s brutal. I hate my job. I feel like going elsewhere just to, to be where () I, I, I am 
being, doing what I like. I am trying to find the positive things but personally, like, it’s 
been two years! I am wondering. What is this? I mean, it’s not fun!” 
MGR7: Male, 16-20 years as a public servant 
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Disillusioned and Cynical 
“I think that when I hear change, I think it is going to be bad. And I’m not a person 
who is against change … I am for changes but I think I’ve been disillusioned just one 
too many times because I used to think that this is going to be great and we will do 
that. And even, this last one I thought that this is going to be great and now I am just 
like, oh, yeah, you know, like I’ll believe it when I see it.” 
MGR8: Female, > 20 years as a public servant 
 
Frustration and Demotivation 
“What frustrates me the most is the fact that… When you are trying to do something, 
you can’t get the assistance that you need to be able to move it forward. And, you 
spin your wheels and you waste an awful lot of taxpayers’ money trying to do what it 
is you’ve been mandated to do.” 
MGR9: Female, >20 years as a public servant 
 
Lack of Engagement 
“I will not be running my shop this way if, if I didn’t think it was temporary and now 
it’s been a year and, and, but they keep saying that is going to change real soon. So, I 
think, well, what kind of changes can I make? I don’t know what’s good going to 
happen. I’m, I’m frustrated! I’m really frustrated. I may be a little angry … I am also 
used to being at least contributing. I have good ideas… somebody else up higher up 
can, can decide whether they would use them or not... Hum, but I don’t feel that 
anyone is listening and that is frustrating too!” 
MGR8: Female, > 20 years as a public servant 
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Lost and Confused 
“Inside, I feel like I don’t know where I am going. I don’t know what I’m going to be 
doing, right. It’s like, where do you want to go…? Well, what am I going to do in each 
role, you know? If you can’t tell me, how do you want me to make a decision? Oh, 
well, we will make it for you. Okay, fine. Just don’t treat me like a number… I don’t 
have anything to tell my staff. Hum, my boss does not know… Continuous frustration… 
it is frustrating. If I were angry, it would mean that I cannot do my job. Like, I, I am still 
doing it. I’ll just wait when it happens because at this point I cannot contribute, 
contribute more than I am.” 
MGR7: Male, 16-20 years as a public servant 
 
Lost Orphan 
“I always make an effort to know what is going on but I really don’t know what is 
going on… at a minimal level there’s, there’s not enough engagement… I would take 
anything at this point in time… I feel pretty lost. I have even stopped asking questions. 
I put a little bubble around me in terms of okay, here is where I get to operate. Just 
leave me alone… It’s about job satisfaction. I mean you can be an orphan… it’s not a 
thing that you would think about. Let alone tell somebody to remember that you kind 
of exist, you know. And it’s, it’s not a good feeling at all... People have literally asked 
'where is my job? Where is my job?' And they do not get any response.” 
EMP3: Male, 11-15 years as a public servant 
 
These findings are consistent with Ashforth (1989) who argues that powerlessness, which 
she defines as a lack of autonomy and participation, consists of three stages. In the first 
stage, termed as reactance, the individual experiences frustration and tries to regain the 
desired or expected control over the work environment. Then, in the second stage, 
termed as helplessness, the individual experiences helplessness as the individual 
perceives that anything that there is nothing that he can do to change the situation. 
Finally, in the third stage termed as work alienation, the individual alienates himself from 
the workplace by dissociating himself from the organisation and by being less involved 
on the job.  
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While the reviewed literature indicates that these stages are either sequential or 
alternate, the study findings, however, highlight that public servants want to move from 
helplessness to regain control of their work environment by wanting to participate and 
by providing information/feedback about the change process even though they were not 
allowed to do so. Participants believed that they could influence the change, redress the 
mess and stay engaged if they were able to provide feedback and if they were involved 
in the change. Surprisingly, this happens even when these public servants went from 
reactance to helplessness before. In addition, some wanted to participate even after they 
alienated themselves from the workplace previously. Thus, the study findings suggest 
that the powerlessness stages are not linear and sequential (i.e. reactance -> 
helplessness -> work alienation) and that employees can move from one stage to another 
out of sequence and then back again in an iterative way.  
 
4.3.5 Victims and Survivors 
As mentioned, the study findings show that participants, who become alienated as part 
of the organisational change, feel that the organisation no longer appreciates and 
respects them for what they are and these participants believe that they are just a cog 
in a machine to be disposed of at the whim of the organisation. Thus, they identify 
themselves as victims of organisational changes and they live organisational changes as 
an act of bullying and aggression perpetrated against them.  
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Surviving the war 
“Because you can either go on medical leave because you are so upset what they have 
done to you with all the changes and you are so depressed that you, you go on medical 
leave. Or, you can accept the changes and find a way to just work with it…I have to 
take care of my, my health. I am not going to let work damage my health. So, it’s, it’s 
a big responsibility working in the public service… it’s like war, you know, you need to 
be able to survive. When change comes, you have to be able to survive." 
EMP2: Female, 11-15 years as a public servant 
“So, I can relate to that. I, I took kind of a sick leave in this reorg for the same reason. 
And then I kind of came back and said, you know, you have to be more laid back about 
this, you know. Sometimes you have to accept that you cannot be as effective as you 
were before. That’s a tough thing. If you are proud of your job, you want to be as 
effective… No one is going to fire me but I cannot do the job as well as I would like to 
be doing. And, it’s, it’s not a great feeling, you know. 
EMP3: Male, 11-15 years as a public servant 
 
Aquino & Thau (2009) define workplace victimisation as when an employee’s well-being 
is harmed through unmet fundamental psychological and physiological needs by one or 
more individuals in the organisation. While there is a public service framework to deal 
with aggression and bullying from other public servants, there is no such framework to 
deal with perceived aggression and bullying from the organisation. Employees are left to 
cope with the situation and to avail of psychological help on their own.  
 
Moreover, some public servants are directly and indirectly impacted by organisational 
changes repeatedly and their feelings of anxiety, stress and victimisation are even more 
pronounced. This is consistent with the study findings of Hansen et al. (2006) who show 
that victims of bullying have increased levels of somatisation, depression, anxiety, and 
negative affectivity than non-bullied respondents.  Similarly, Nielsen & Einarsen (2012) 
illustrate that exposure to workplace bullying have a negative job, health and well-being 
impacts including post-traumatic stress symptoms, mental and physical health issues, 
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burnout, reduced job satisfaction and organisational commitment. Furthermore, Vie et al. 
(2011) demonstrated that self-labelling as a victim of low bullying exposure moderates 
the impact on the individual’s health but high exposure of bullying increases the impact 
on the individual’s physical and mental health. Therefore, irrespective of whether the 
public servant feels that he is a victim or not, repeated negative direct or indirect impacts 
of organisational changes may be damaging to the public servant’s health. This is 
compounded if the public servant is also exposed to stress outside of the work 
environment.  
 
4.3.6 Loss of Faith 
This sub-section is broken into two parts. The first part discusses the belief in 
organisational part while the second part discusses turnover due to organisational 
changes. 
 
4.3.6.1 Belief in Organisational Change 
According to participants, they have to implement changes, based upon the 
political decision, which are sometimes in conflict with their core values such as 
non-partisanship. In addition, they disclosed that they sometimes perceive 
organisational changes as having negative impacts on citizens and on themselves. 
They provided the examples of when changes are bringing “unjustified” layoffs or 
when they cannot deliver the expected service quality to citizens due to the 
organisational change. When this happens, public servants do not see the value 
of the change, do not believe in the change and lose faith in the whole system. 
Thus, since they do not believe in the change, readiness for change is not 
promoted (Armenakis et al., 1993; Armenakis & Harris, 2002; Rafferty et al., 
2012). 
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Perceived impact of change 
“I am always positive about what I do, I am not being negative. But this is such a big 
thing. It is friends and it could be within your circle. People could be affected by what 
you are doing and you are changing a service. You know in your mind that you cannot 
talk about it ... it could affect the loved ones.” 
MGR2: Female, > 20 years as a public servant 
“Private is literally about the money that you invest and the money that you get. So 
for them, an employee is a dollar sign because he is there to make money for you or 
you spend for nothing. Hum, but we, and sometimes, we do not take into account 
dollars, but it is important that we realize that we are serving people. You know, it's 
the taxes of people paying your wages. Me, when I come in the morning, I have to 
work, do what I do and personally, I pay taxes.” 
EMP17: Female, 0-5 years as a public servant 
“We don’t have a profit motive. A lot of the stuff that the government does is not 
designed for efficiency. It is designed for tax money distribution… we are doing it to 
support the political decision that has already been made. It’s not about efficiency. 
People who believe otherwise are just kidding themselves. So, when you try to impose 
that private sector mentality, you are kidding your staff. You know, it’s, it’s, you have 
to be good at what you are there to do, whatever that is.” 
EMP3: Male, 11-15 years as a public servant 
 
4.3.6.2 Quitting the Existing Change for another Change 
Finally, some public servants, who are no longer able to live the change, quit the 
organisation for a place where they feel that they would be more comfortable to work in. 
Paradoxically, they prefer to embrace another change at a new workplace rather than to 
continue to live the existing change that they feel painful. This suggests that public 
servants are not against changes but that they prefer changes that they feel are not 
detrimental to them. Furthermore, a few public servants even revealed that they need to 
change job every couple of years to stay motivated in the public service. 
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According to Armenakis & Harris (2002) and Rafferty et al. (2012), employees perform a 
cost and benefit analysis of the change with respect to their jobs or roles (personal 
valence) and their readiness for change will decrease if there is no added-value or if there 
are costs to them.  
 
Leaving the Change 
“If I were to choose my work, that's where I go and then I do not look anymore… Often 
I reflect what will be my responsibilities? What are my responsibilities that will 
change? Or rather who will authorise my work today? What is going to be different? 
My freedom, am I going to lose it? Every time we reorganise, we lose a little bit of 
freedom.” 
EMP14: Male, >20 years as a public servant 
 
In sum, public servants do not believe in organisational changes when they perceive that 
the changes are not according to their core values or when they perceive that the changes 
will impact citizens or themselves adversely. They, then, lose faith in the whole system 
and readiness for change is not enhanced as a result. In addition, the study findings 
suggest that public servants are not against changes but that they do want to live changes 
that are not detrimental or painful to them. If they find the change too painful, public 
servants leave the organisation for another job. This concludes this section on the theme 
of experiencing changes in the public service. 
 
4.4 Chapter Summary 
In conclusion, this chapter has provided an introduction of the three study themes that 
emerged from the thematic analysis and it has elaborated on the first theme of 
“experiencing changes in the public service”. Though the study had similar findings to the 
initial conceptualised framework for change, there were with some additional findings. 
First, public servants have ambivalent responses to organisational changes. They are 
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hopeful and excited as well as fearful of organisational changes. Thus, the study shows 
that contrary to the literature (Piderit, 2000) there can be ambivalence across the sole 
dimension of emotions during organisational changes. Second, the study shows that 
public servants are anxious and stressed throughout organisational changes and that 
readiness for change can fluctuate as a result throughout changes. Readiness for change 
is mentioned to be a state at the beginning of the change in the reviewed literature and 
readiness for change is posited to be either there or not in the reviewed literature. Third, 
public servants suffer from procedural justice and interactional justice during 
organisational changes and they believe that changes breach their psychological contract 
with the organisation. Fourth, public servants experience different types of uncertainty 
leading to stress and anxiety during organisational changes. Public servants subsequently 
do not have the coping resources and their self-esteem and self-efficacy decline. Fifth, 
due to the pace and number of organisational changes, public servants experience 
change fatigue and are exhausted and burnt-out. Sixth, public servants feel frustrated 
with the lack of control of their work environment during organisational changes. They 
also feel powerlessness and helplessness and some come to hate their jobs or become 
cynical about organisational changes. The hating the job factor is not present in the 
reviewed literature about readiness for change. Seventh, some public servants 
paradoxically alienate themselves from the organisation and their peers to function and 
survive throughout the organisational change. Eighth, participants tend to think that if 
they are offered to participate in the change, they will control the change better. Ninth, 
contrary to the reviewed literature, the study findings suggest that the powerlessness 
stages are not linear and sequential but that employees can move from one stage to 
another and then back again in an iterative way. Tenth, public servants who have lost 
their jobs previously due to organisational changes live changes as an act of bullying and 
aggression perpetrated against them. As a result, some have physical and mental health 
issues. Eleventh, public servants do not believe in changes contrary to their core values. 
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They lose faith in the system and some leave the organisation. Finally, the study show 
that public servants are not against organisational changes if these changes are not 
detrimental to them and to their core values. 
 
This concludes this chapter and the second theme of “leadership of change in the public 
service is presented” in the next chapter (Chapter 5). 
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5 Findings: Leadership of Change in the Public 
Service 
5.1 Introduction 
This chapter continues with the thematic analysis findings and presents the second 
theme, i.e. “leadership of change in the public service”.  This theme surprisingly 
eventuates in great detail at every interview and focus group. Participants were 
passionate about this theme and this suggests that who is leading the change and how 
the change is done are important for public servants. The theme emerged when 
participants answered questions such as “What is needed to make change a success in 
the public service?”, “What are your feelings about the future with respect to the change?” 
and “Is there anything else that you want to share about change implementation within 
the public?”.  
 
This theme is presented in 3 sub-sections, namely leadership definition and legitimacy; 
leadership fellowship; and trust in the leader. 
 
5.2 Leadership Definition and Legitimacy 
5.2.1 Definition of Leadership 
As remarked by various researchers, there are many definitions of leadership theories 
and styles or perspectives across the literature (Yukl, 2013; Daft & Lane, 2011; Nohria & 
Khurana, 2014; Western, 2013; Alvesson & Spicer, 2011) to the point that some people 
can find it “confusing, frustrating, and perhaps even a little depressing” (Alvesson & 
Spicer, 2011, pp. 13). Western (2013), citing Grey (2004), further argue that the 
dominant thinking of leadership and organisations has been propagated by business 
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schools and this thinking is that organisations and leadership are to maximise profit and 
productivity privileging management science and the instrumental means-end rationale 
of efficiency and productivity solely. This thinking, thus, does not encompass the not-for-
profit sector and the wider stakeholders and society at large. As argued by Christensen 
et al. (2007), the public service is far from having a full instrumental rationality of clear 
and consistent goals since the public service has bounded rationality with diffuse, 
inconsistent and unstable goals together with complex problems. Thus, the definition of 
leadership in the public service is blurred and public servants revealed that they want a 
clear and agreed upon definition of leadership in the public service.  
 
5.2.1.1 Participants’ Definition 
When study participants were asked what leadership meant to them, they informed that 
leadership is about motivating the team and creating a sense of purpose, a sense of 
focus, a sense of accomplishment and a sense of belonging for the team. According to 
the interviews and focus groups, leaders should bestow respect to employees and consult 
with employees for alignment of delivery/implementation.  
 
More Respectful and Human Leader Required 
“I think one of the challenges… is to bring leadership that is more human… who is 
more aware of the realities of everyone. Respect is said, it is mentioned. But really, it 
is one thing to say, okay, respect, it is part of the values of our department but we 
must apply it… if there was an improvement to be made, would really be on the 
leadership side but with a more human aspect.” 
MGR11: Female, 6-10 years as a public servant 
“Just go to people’s offices and ask how it is going, what’s new? I know that makes a 
huge difference because if you want to ask a question, you can ask a question and you 
feel like you have a little bit of respect for the worker bee. It’s important… But I like to 
think that I have enough respect from senior management, that they might care and 
stop to say once in a while how are things going? … Then, you can ask questions and 
so often we don’t have access to the information.” 
Emp8: Female, >20 years as a public servant 
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To be recognised as a “leader”, the person should have regular interaction with the team, 
have an interest in the team, know the team issues and help the team to overcome these 
issues. The “leader” should understand the reality of the team and not be self-absorbed 
in his own issues or agenda. Participants believe that, in addition to the function of team 
motivation and development, leaders in the public service need to also reflect upon their 
deeds to further develop themselves. In addition, they believe that leaders should be 
service oriented and be capable to lead changes to improve public service value to citizens 
and other stakeholders. Change leaders need to have the capacity to decide and plan the 
change as opposed to perform the routine management activities along the line of 
administering and executing. Therefore, leaders need to have the vision and know-how 
to decide. They should not rely solely on external consultants or on their own mental 
models. In addition, they need to provide time to the team for validation of their 
understanding of the direction. 
 
Vision and Know-How 
“You may have been the world’s best manager but you are probably not the best 
leader. And that is sometimes what might end up happening. You need the people 
who have the vision and the way to move on and the know-how to actually lead people 
because the biggest thing is people. If you don’t have the know-how to, if you don’t 
understand people, if you don’t know how to motivate people, as a leader, you are 
not going any further.” 
DIR1: Male, >20 years as a public servant 
 
Therefore, to the participants, the functions of public service leaders are trifold. First, 
there is the function of self-development whereby the leaders continuously reflect and 
develop themselves. Second, there is the function of team development where the 
leaders develop the team to its full potential and provide career growth opportunity. 
Finally and importantly, the leaders have to be oriented towards service delivery since 
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the public service exists to serve citizens. The third function distinguishes public service 
leaders from private sector leaders. As such, the leaders should be able to innovate and 
implement changes to better serve citizens.  
 
This definition of leadership supports the argument of Yukl (1999) that leaders should 
show the three behaviours of task behaviours, relationship behaviours and change 
oriented behaviours. In addition, this definition suggests that public servants view 
leadership as a relational and developmental process. The definition from the participants 
is also closer to the definition of servant leadership (Greenleaf, 2007; van Dierendonck, 
2017) since it is about service first and embeds the accountability of the public service to 
citizens and the need for leaders to be ethical in servicing multiple stakeholders. The 
public service, should hence, ensure that leaders of organisational change are more 
servant oriented than ego-centric for better chance of successful implementation. In 
addition, because participants want their leaders be “humanistic” and to be mutually 
dependent on their followers and other stakeholders, leaders in the public service can be 
thought as “sustainable leader” (Gerard et al., 2017). 
 
5.2.2 Leadership Authenticity 
Furthermore, participants revealed that they want their leaders to be fair, honest, 
authentic and courageous and not finaglers. They want the leaders to be honest to tell 
them what is happening about the change without giving them incomplete or inaccurate 
information. Participants informed that they would rather accept that leaders telling them 
that they do not have the answer yet rather than the leaders giving them false 
information. Public servants want their leaders to tell them if the change is going badly 
so that they can remediate at their levels. A participant even revealed that he felt better 
after hearing the truth about the leaders having doubts. Hence, when leaders show doubt 
while reassuring employees, the latter understand that leaders are not causing confusion 
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on purpose. Employees can better appreciate the complexity of the change and be 
sympathetic towards the leaders.  However, at the same time they want the leaders to 
reassure them that they are working in the employees’ interest and that they would 
support employees during the organisational change. Thus, leaders should be realistic 
and not tell only the good stories with heroes but they should share failure while providing 
a way forward. Leaders should engage in the big P of politics, i.e. to implement the 
political agenda of the government, but not in the small p of politics to promote 
themselves at the expense of the organisation or of other stakeholders. This suggests 
that leaders should be prepared to show some imperfections and ask for help from 
employees if needed. On the other hand, leaders may want to tell only success stories, 
even though employees may know that these stories are false, to feel good about 
themselves and because they think that they are paid to show confidence and are worried 
about their reputation. In addition, since leaders are accountable to higher authority such 
as the political leaders, the former may not want to show failure or weaknesses because 
the perception of this higher authority may be more important to them than the 
perception of employees.  
 
Change Stories and Failure 
“I wished they would tell us because I sooner know. I sooner to hear that we are having 
problems and this is what we are up against. We are going to try and we don’t know 
how this is going to turn out. I sooner hear that than nothing because then, then we 
would be sympathetic. It does not have to be perfect. They just have to be honest!” 
MGR8: Female, >20 years as a public servant 
“I have an opportunity to, because of the nature of my current job, sometimes I get to 
sit with CIO and others. And, that’s actually good for me because they sound just like 
us. It actually makes me feel better, you know. It was like it’s different because they 
kind of have to act like they know everything because they are being paid to show 
confidence, right?” 
EMP3: Male, 11-15 years as a public servant 
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Big P politics 
“Politics with a big P, it’s when you see the social programs…they are hard to manage 
but you have to do them. Politics with a small p is inside the department, any 
department and it is expensive because people are not able to work together” 
DIR7: Female, >20 years as a public servant 
 
Public servants want to have authentic leaders based upon the definition of Avolio et al. 
(2004), i.e. authentic leaders are leaders who seek and integrate different points of views 
in a collaborative manner and whose actions conform to their own personal values and 
convictions. So, through their actions, these leaders are able to win the credibility, respect 
and trust of their followers. However, while May et al. (2003) suggest that authentic 
leaders are responsible to act morally and in the interests of others, this may be difficult 
for leaders in the public service since these leaders are accountable to various 
stakeholders with conflicting agendas due to bounded rationality (Christensen et al., 
2007). Therefore, because of the inconsistency of organisational goals and complexity of 
public service organisational problems, these leaders may want to try to please all 
stakeholders by telling the stakeholders what they want to hear or by using ambiguous 
language.  
 
In addition, public servants want leaders to be able to take bold decisions when needed 
and to act based upon their true beliefs, to challenge the status quo and to be change 
implementers. Daft & Lane (2011) similarly argue that the qualities of an effective leader 
are the same as those of an effective follower and that both leaders and followers should 
be energetic and enthusiastic and be committed to something outside of their self-interest 
with an ability to stand up for what they believe in.  
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Therefore, based upon their definition, participants despaired that leadership is not so 
present in the public service. They see leadership as lacking and they believe that the 
deficiency is not given the required attention because of political motives.  
 
Leadership Lip Service 
“I think that this is very political and the leadership competencies when you get at 
those levels are probably more for show than they are in practice. Hum, the people 
who are assessing leadership competencies of senior management are senior 
themselves. And the definition of leadership is, is different from one person to the 
other.” 
DIR6: Female, 16-20 years as a public servant   
“…we have all, all of these things that, hum, say, trust and transparency and fairness… 
Ethics, values. Guys, you know what? I know that I uphold them but are you doing that 
up there?” 
MGR9: Female, 16-20 years as public servant 
“In term of leadership competencies and all that, it’s like it seems that, sometimes it’s 
almost feel like a lot of buzz words. You turn around, it’s like one of those public service 
words that people throw around and like, you know, you get the emails that talk about 
it and stuff but it would be nice to see it more concretely… Hum, it would be nicer to 
include it more in your everyday activities at work, you know. And try to include the 
leadership competencies, kind of, like almost be like your manager saying oh, you just 
did this and that falls in line with this competency.” 
EMP18: Female, 1-5 years as public servant 
 
5.2.3 Legitimacy of Leadership  
At most interviews and focus groups, participants revealed that “leaders” in the public 
service have big egos, are too ambitious and self-absorbed and are not able to lead 
changes effectively, like they claimed, as evidenced by the poor track record of successful 
organisational changes in the public service. This is supported by Khurana (2002) who 
argue that leaders are often appointed based upon their claims that they can do radical 
changes or transformations at the expense of other candidates who are better leaders. 
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Moreover, according to Fenwick & McMillan (2005), the public service tends to make 
consecutive organisational changes as a solution to governance problems. Thus, it is likely 
that people who claim that they can make radical changes are selected in leadership 
positions. The tendency to overestimate one’s abilities and accomplishments, or self-
aggrandisement, together with attributional egotism and the sense of entitlement are 
part of the narcissistic personality. The narcissistic personality is associated with acute 
self-absorption, exhibitionism, claim of uniqueness, a feeling on invulnerability, attributing 
favourable outcomes to self and unfavourable outcomes to external causes and a belief 
in the exploitation of others with a lack of empathy while constantly seeking admiration 
and approval (Brown, 1997). Narcissistic personality is part of the “dark triad” together 
with Machiavellianism as manipulative personality and psychopathy as low empathy and 
anxiety with high pleasure seeking (Spain et al., 2014; Furnham et al., 2013; Babiak & 
Hare, 2006). These three personality traits are related and they have the commonality of 
lack of empathy and exploitation that reproduce success (Furnham et al., 2013). Boddy 
et al. (2010) and Babiak & Hare (2006) further argue that psychopaths get promoted 
throughout the organisations and are often found in senior management and leadership 
positions. 
 
Furthermore, Rosenthal & Pittinsky (2006) argue that the characteristics of narcissistic 
leadership include “grandiose sense of self-importance, preoccupation with fantasies of 
unlimited success and power, excessive need for admiration, entitlement, lack of 
empathy, envy, inferiority, and hypersensitivity” (pp. 629). In addition, Ouimet (2010), 
referring to the Diagnostic and Statistical Manual of Mental Disorders (DSM-IV, 1996), 
states that the narcissistic personality also has “a belief that they are special and unique 
and that they can only be understood by other individuals or institutions of similar superior 
status;… a sense of entitlement; a propensity to exploit others to achieve their own ends; 
…a tendency to show arrogant or haughty attitudes and behaviours” (pp. 714). However, 
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these leaders promote ineffective work behaviours among employees and lower affective 
well-being of employees (Boddy, 2014). Furthermore, several authors argue that true 
leadership should be anchored in moral foundations for them to have followers (Bass & 
Steidlmeier, 1999; Howell & Avolio, 1992). Thus, again it seems that the public service 
needs sustainable leadership (Gerard et al., 2017). 
 
Participants, moreover, informed that leaders should first be recognised as leaders by 
their peers and by their employees. They do not believe that leaders should be self-
proclaimed or be promoted further to a short interview about who they are and what 
they can do. In addition, a few managers at the focus groups mentioned that a 
compulsory 360 assessment (Facteau & Facteau, 1998) should be done as part of the 
leadership appointment process which should seek and evaluate carefully feedback from 
peers, subordinates, self, supervisors, higher level managers and customers to ensure 
that the right people are promoted as leaders. 
 
  Leaders with Big Egos 
“…they start from the top down. And I think that now this is mine – And I should do it, 
it’s mine… I’m afraid that at the higher level, they are trying to do, no, no, no, that’s 
mine… Too much ego. It should not be personal. It’s the government. Working for the 
government. You know, it should not be too personal.” 
Emp2: Female, 11-15 years as public servant 
 
5.2.4 Working with the Public Servants’ Realities 
Participants revealed that they want to implement organisational changes with a leader 
who can win their hearts and minds. To support the change, public servants want the 
leaders to be more people oriented, to listen more to them and to adapt the change to 
the realities of everyone for success. As such, they prefer to have democratic style leaders 
who would let them voice their ideas and let them influence and participate in the 
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implementation of the change. However, they can also embrace an autocratic style leader 
if the latter is capable of driving changes according to the realities of public servants. 
Thus, the autocratic leader should understand the impact of the change at the lower 
levels and be able to resolve tactical issues appropriately.  
 
Leadership Style 
“Yeah, what I am seeing is that there are two ways of doing it. One is at the top, if he’s 
got a plan and he says this is what we are going to do and he lays it all out and we 
suck it up and follow it. And that could work. Whereas the other is to say that he wants 
our input but he’s got to take it and we’ve got to work together. What I find is 
happening is we are sort of being left on our own. We don’t know if we are supposed 
to figure things out.” 
MGR8: Female, > 20 years as a public servant 
 
Voice and Reality 
“Hum, sometimes, I find that there is a disconnection between the decision making at 
the top and the reality. Sometimes you have just the impression that it is just that, it 
is just a political thing, or something else… To give voice and to give the opportunity 
to develop ideas at all the levels is awesome. It’s really awesome.” 
EMP17: Female, 6-10 years as a public servant 
“From the working level, a lot of times, their reaction of probably there is a change 
happening is something is going to be different than what we are used to now because 
somebody up in management or at the executive level has had a brain fart. They figure 
that, now, this is the best way that we should be doing things. But a lot of times, [small 
pause], I think from the working level, if they were involved in these conversations, 
then they can make sure that senior management is aware of what the impact is at 
the working level, whether this is going to work or not and that they can, you know, 
help out. But a lot of times, they feel that they are left out. It’s a change that is imposed 
on them. And sometimes, also, they say, hey, we tried this five years ago, ten years 
ago. That did not work then because of these reasons and nothing really changed. So, 
I don’t think that this is going to work… But that, I think, this is the impression of the 
working level. Somebody other than them has come up with this great idea and now 
they are expected to implement it. They are the ones who are going to bear all the 
pain and senior management is going to get all the kudos. That’s basically the 
impression that they have.” 
DIR1: Male, >20 years as a public servant 
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To summarise this section, public servants want a clear and accepted definition of 
leadership in the public service. In the absence of one, an agreed upon definition of 
leadership by participants was provided, i.e. leadership is about motivating the team and 
creating a sense of purpose, a sense of focus, a sense of accomplishment and a sense of 
belonging for the team. Moreover, participants informed that leaders need to perform the 
functions of self-development, team development and be citizen service oriented in the 
public service. In addition, leaders should to be authentic and have the courage to make 
the right decisions to carry out organisational changes successfully for the benefit of 
Canadians. Moreover, the study shows that public servants do not believe that the 
promotion of leaders is appropriate because a number of narcissistic individuals are 
promoted and that these leaders do not work with the reality of public servants. 
 
5.3 Leadership Fellowship 
Participants informed that they want to attach themselves to collaborative leaders whom 
they can trust and from whom they can get respect. In addition, they revealed that if a 
“leader” meets their leadership definition, public servants would trust that person and 
readily sacrifice their personal time in order to help out and follow this “leader”. However, 
they want the leaders to be available and to provide direction in view of the uncertainty 
of change. Thus, upon appointment of a new leader, participants assess whether they 
can trust and follow this “leader”. If they do not see the person as a true leader, they 
would leave the organisation.  
 
According to attachment theory (Bowlby, 1969), individuals seek proximity of others when 
they are in need and Mikulincer & Shaver (2005) argue that individuals attach themselves 
to others as a protective strategy when they feel insecure and that they feel psychological 
pain and anger when the attachment figure is unavailable or detached or when they feel 
rejection from the attachment figure. Hence, these arguments suggest that leaders’ 
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behaviours, actions and availability deeply influence public servants during organisational 
changes.  
 
From the study, participants were angry when the leader is not available for them or 
when the leader seems to be rejecting them. Managers and directors were the most to 
express anger when they could not get the required information to pass on to their team. 
Thus, they feel more insecure with the change without the relevant information. This 
tends to indicate that the attachment to the leadership figure is more important for 
managers and directors than for employees.  
 
While managers and directors have to maintain a cool composure towards their 
employees and pretend that everything is under control, they experience anger and 
frustration when they cannot play their roles of managers and directors properly due to 
the unavailability, detachment and rejection of their leader during change. Thus, they 
may be experiencing emotional labour as they have to control their emotions in their 
interactions with their employees about the organisational change to conform to the 
organisation’s expectations about their role requirements (Morris & Feldman, 1996). 
Likewise, Brotheridge & Lee (2008) posit that managers must be sagacious in the 
emotions that they display and that they are sometimes alienated from both their bosses 
and their employees because they cannot display their emotions freely to either party. 
This suggests that the emotions of directors and managers are further exacerbated since 
they experience emotional dissonance on account of the need to express emotions 
contrary to their inner feelings (Rafaeli & Sutton, 1987). 
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Change Execution 
“How I really feel is angry. Because you cannot function in an environment like that. 
It doesn’t work. People are mad. I don’t have anything to tell my staff. Hum, my boss 
does not know... it all comes down to the people and people feel it… But I feel really 
angry because I hear other people, in other departments, things are going well. Well, 
not as bad. Let’s put it that way… And the anger also is due to the fact that I don’t feel 
that they are the right people to do this. I mean it () … they are not stupid because 
they are who, where they are because there is something in there, right. But now that 
it’s been a while that they want to put the change in place, it’s like, like he said, no 
execution is being, they don’t have a sense of execution.” 
MGR7: Male, 16-20 years as a public servant 
  
Fellowship 
“The best kind of leadership is not because you have to follow the directions because 
he is 1, 2, 3, 4, 5 levels of management above you. It’s because you want to. He instils 
it within you, or she instils within you a desire to one, work on weekend to help her 
out. If there is a problem or something that you had not anticipated, whether it’s your 
screw-up, or hers or his. You want to do it and you’ll, you’ll, you’ll put that out.” 
MGR1: Male, >20 years as a public servant 
  
Choosing the Leader to be attached to 
“And when we saw a change in organisational structure, we always looked at the 
opportunities. Then, for me… It is also for me to choose the leaders who will be there 
for me to attach myself to. So, that's important for me. That is, who the leaders are.” 
EMP14: Male, >20 years as a public servant 
 
In sum, public servants want to attach themselves to individuals who are trustworthy and 
who are available to them. Leaders’ availability is more important to managers and 
directors. In addition, managers and directors are likely to experience emotional 
dissonance and emotional labour during organisational changes. 
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5.4 Trust in the Leader 
Participants informed that they want to be able to trust their leaders and have faith in 
their leaders’ ability because of three reasons. First, organisational change causes chaos 
and confusion and employees want these to be minimised by the leaders’ ability. Second, 
organisational change has potential impacts on employees and their work and employees 
want their leaders to guide them and minimise the impacts on them. Third, employees 
want to get back to a smooth environment with a capable leader as soon as possible. 
Thus, employees want to hear previous success stories from the leaders or that the 
change strategy has worked elsewhere. The finding supports the arguments of Mayer et 
al. (1995) and Butler (1991) that ability and competence are factors of perceived 
trustworthiness in addition to integrity and benevolence of leaders. 
 
Moreover, participants do not want the leaders to be tendentious or ego-centric. Instead, 
they want leaders to have an integrated view of the issue and of the organisation so that 
leaders are able to negotiate with other stakeholders towards the common good and get 
buy-in from stakeholders and colleagues. In so doing, the leader should be able to 
maintain the trust of the public servants under him. Participants disclosed that when the 
trust is broken the leader is not seen as credible any longer. When this happens, public 
servants hide their feelings and play safe or they become cynical or withdraw from the 
organisation. Thus, the lack of trust in the leader contributes to public servants becoming 
deadwood.  
 
In addition, trust in the leader is important for employees to commit to the decisions and 
goals set by the leader and for employees to believe in the information shared by the 
leader (Dirks & Ferrin, 2002). Yukl (2013) also points out that employees may resist 
changes because they do not have trust in the leader and that any distrust can in fact 
enhance other resistance factors for implementation of the change. 
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Furthermore, from the current study, public servants believe that most of the people in 
leadership positions in the public service do not consult employees enough, are arrogant 
and do not show respect to employees. In addition, public servants believe that these 
individuals have big egos, are self-serving and are not interested in team’s issues and 
development. According to Bauman (2013), leaders should consistently behave with a 
commitment to moral values across all situations to have moral integrity and the resulting 
trustworthiness. Thus, it seems that most of the leaders are not showing moral integrity 
by being self-serving and arrogant to earn the trust of public servants. Hence, to the 
participants, most people in leadership positions do not demonstrate the leadership traits 
to be called a leader and cannot make change happen since they cannot rally people 
around them to focus on a vision.  
  
Trust in Leadership 
“How can you say the government? Hum, it’s all personal. We are all dealing with 
personalities and that’s it. 80% of the problems at the top are going to be inter-
personal.” 
EMP4: Male, >20 years as a public servant 
“And if, if I was in their position, I would be looking for help and asking people how 
would you do it because I don’t know, I am stuck. And it’s part of your pride… Maybe 
some people are lying to me, telling me it’s all good but if I was really, like, I would go 
and check… If you want to incorporate change in an organisation, you want people 
involved, be involved yourself. Start by you being is involved. Don’t expect that (from 
everybody). Exactly.” 
MGR1: Male, >20 years as a public servant 
“The senior management came in and took a year and a half to meet with all staff. 
The first all-staff meeting was an absolute disaster in terms of communications, in 
terms of creating any confidence.  I’ve never seen … in my forty years of work, that 
has had such a small amount of respect and confidence at the working level. That’s 
my personal opinion. It may not be a correct opinion but I look at all the uncertainly 
in the branch … came in with swagger, with “I want to do things better”… And then, 
they did not deliver. And, I mean, if they were a little bit more humble, and instead of 
saying I came from XXX, therefore I do it better, and therefore I know how to do it” 
MGR10: Male, >20 years as a public servant 
  
143 
 
 
 
Speak Truth to Power 
“…you need to have an environment where people do not feel threatened if they speak 
truth to power. So, if they sit there and say, well, I think this is wrong. Great, you 
should allow people to express their opinions so that you know that upfront. It would 
be better to have, you know, overt resistance than covert resistance, right? … But 
that’s again, that comes down to a trust between the working level and the 
management level.” 
DIR1: Male, >20 years as a public servant 
 
Moreover, Yukl (2013) argues that employees may resist changes because they do not 
see the leader as having the legitimate authority to drive and implement the change and 
this is even so when the leader is seen by employees as using the organisational change 
to acquire more power and to advance his personal career as in the public service. Hence, 
“lack of leadership” seems to be a contributing factor to failure of organisational changes 
in the public service. 
 
5.5 Chapter Summary 
This chapter has presented the second theme of “Leadership of change in the public 
service”. Again, the study is aligned with the initial conceptualised framework for change 
with additional findings. First, public servants want a clear and agreed upon definition of 
leadership in the public service. Second, public servants tend to believe that leadership is 
about motivating the team and creating a sense of purpose, a sense of focus, a sense of 
accomplishment and a sense of belonging for the team. Third, the study show that leaders 
need to perform the functions of self-development, team development and be citizen 
service oriented in the public service. Fourth, public servants want authentic leaders who 
have the courage to make the right and bold decisions to carry out organisational changes 
successfully for the benefit of Canadians. Fifth, public servants doubt the appropriateness 
  
144 
 
 
of the process for appointing leaders. Sixth, there seems to be a number of narcissistic 
leaders who do not work with the reality of public servants. Seventh, public servants 
attach themselves to leaders whom they trust and who are available to them. The 
availability factor is even more important for managers and directors. Eighth, managers 
and directors are likely to experience emotional dissonance and emotional labour during 
organisational changes. Ninth, public servants want to trust their leaders. Tenth, public 
servants hide their feelings and play safe or they become cynical or withdraw from the 
organisation when the trust is broken. Thus, the lack of trust in the leader seems to 
contribute to public servants becoming deadwood. Finally, lack of leadership seems to be 
a primary factor of organisational change failure in the public service. 
 
The third and last theme “Supporting Elements for Public Service Changes” is presented 
in the next chapter (Chapter 6). 
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6 Findings: Supporting Elements for Public 
Service Changes 
6.1 Introduction 
The third and final theme, “supporting elements for public service changes”, relates 
directly to the research questions about what can help to enhance readiness for change. 
The theme emerged from questions such as “What helped you to understand and support 
change?”, “How do the persons with whom you discuss change help you?”, “What do you 
need to understand the change in general?”, “What do you need to support the change 
in general?” and “What do you want to see happen when a change is announced and 
implemented?”. 
 
This theme is presented in 5 sections, namely participation and inclusion in organisational 
change; communication and sensemaking; sensible organisational change; supervisory 
support and network; and rebuilding the professional network. 
 
6.2 Participation and Inclusion in Organisational Change 
Study participants informed that they want to feel included in the change and that they 
want to feel belonging to the final organisation. To feel included, employees look forward 
to consultation with the leader or the leader’s representative(s) to provide input at the 
operational level, particularly on service delivery as they are closer to the front-line with 
internal clients or with citizens. They also want to participate in the implementation of 
the organisational change. However, this is an area where there is a difference across 
the three position levels. The degree of participation varies for directors, managers and 
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non-managerial employees. While some non-managerial employees want to participate 
in the implementation steps, most managers want to provide input and “build” the 
change. Directors, on the other hand, emphasise that they want to be consulted prior to 
the implementation to validate and contribute to the change strategy and approach in 
addition to leading part of the change. Nevertheless, of the level, Lines (2004) 
demonstrates that participation of employees in organisational change reduces resistance 
to change and enhances the success of the change particularly if the organisational 
change is to improve efficiency of the organisation.  
 
Similarly, Sagie & Kowlowsky (1996) show that change leaders can improve employees’ 
attitudes towards the change by giving opportunities for employees to participate in 
tactical issues related to the change for employees to accept the change and to increase 
their perception of control. According to Sagie & Kowlowsky (1996), there are different 
levels of decision making and, while strategic decision making cannot be delegated down 
to employees, decision making about tactical issues about organizational change should 
be delegated to employees for alignment and for their support of the change. Moreover, 
various literature (Esser, 1998; Mullen et al., 1994; Turner et al., 1992) have 
demonstrated that involvement and participation of employees in decision making 
increases the quality of decision making and reduces groupthink (Janis, 1971). 
Furthermore, Battilana et al. (2010) suggest that a team-based approach is worthy 
particularly when managers are included since managers may complement the missing 
competencies of the leader for a successful change implementation. 
 
Moreover, according to the study participants, leaders do not often take the time to 
discuss organisational changes with them and to motivate them to go along with and 
actively support the changes. Most participants informed that they are not reluctant to 
change but that they do not know what is expected of them to facilitate the change 
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implementation and they, thus, remain in their comfort zone.  Participants feel excluded 
in the change. 
 
Cherrin & Mor Barak (1998) defines inclusion as the level of employees’ integration with 
the organisation’s critical processes such as for access to information and resources, 
getting involved in working groups and influencing the process for decision-making. Thus, 
inclusion is more than just providing information to change recipients. In addition, 
Ashforth (1989) argues that inclusion enables employees to feel that they are part of the 
team during organisational change to avoid work alienation when employees only want 
the status quo. Moreover, inclusion is considered to be at the heart of human 
psychological wellbeing (Davidson & Ferdman, 2002) and it enhances the sense of 
belonging (Hornsey & Jetten, 2004). From the study, public servants want to be able to 
access information and resources about the change, be involved in the groups defining 
or implementing the change, lead part of the change and more importantly they want to 
be able to influence the decisions about the change. The reason for the need to influence 
may be because the change has a deep impact on their roles, their daily work and their 
lives subsequently.  
 
Staying in the Comfort Zone 
“A change has be well thought through before it happens and it has to be well 
communicated. People don’t like change... Why? Because, usually they don’t know 
where they are going and they would rather stay in their comfort zone even if it is 
painful… it’s a known zone, a comfort zone.” 
Dir6: Female, 16-20 years as public servant 
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Sense of Belonging 
“… it is really important that you are telling people why it is happening, when it is 
going to impact them, where they are going, because at the end, if you have 
employees who are walking around, wandering where am I doing, going, what, who 
is my director, who is my manager, where do I belong, that’s a big problem. Because 
now, you are going to have employees that they are just, they are not happy, they are 
confused… if they don’t know where they fit in the bigger picture, they are going to 
have trouble performing even if in the job for years… Knowing where you belong is 
really important. It gives value to what you do on a daily basis” 
EMP18: Female, 1-5 years as public servant 
 
While organisational changes in the public service are defined and managed by senior 
management, participants also informed that change leaders do not include all the 
managers and directors in the definition and implementation of changes. Leaders 
sometimes select only few people that they trust and include in the definition and 
implementation of the change because they tend to believe that the organisation at large 
would resist the upcoming change. However, lack of inclusion and the formation of 
outgroup further decrease trust in the change leader. In addition, this situation further 
enhances uncertainty in the organisational change.  
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Management Involvement 
“So, yes, I am energised about the work that I do currently. When I try and perceive 
what the future may hold, I’m not energised. But what is energising me is to go to the 
gym. Well, that’s, that’s the reality. If I can continue to do what I do, and provide the 
service that I think that I provide well, then I would be fine... Change, I need a 
definition... and not behind the scene… there are a lot of people involved, small groups 
involved in these working groups. Not all management is involved in this. Not all of us 
are involved. So, you know, it is all behind closed doors. Hush-hush and, you know, of 
course there are going to be wiki-leaks and everything else. But really that’s all there 
is at the back of your mind and I am at the management level. So, what about the 
people who are the worker bees? And we have nothing to be able to tell them. So, 
change, what is it?” 
MGR9: Female, > 20 years as public servant 
 “So, there is a change that senior management wants to implement. The working 
level has not been engaged, has not been involved and has not had a chance to put, 
you know, their say in these things, they feel that it has been imposed on them. So, 
they are going to actually resist it, which means that you are not going to get the 
change that management wants. So, you got to come up with some way of actually 
make that happen, right?” 
DIR1: Male, >20 years as public servant 
“So, this is where the senior management makes decision to drive this change down. 
But the work still has to happen at the bottom level but when we try filter that up, it 
is the usual roadblock that they did not decide or did not figure into the overall plan. 
So, it has to be reworked. When they came out with this big strategy, it was, I don’t 
know if it was senior management again who came out with this roadmap and 
everybody is politically driven… But when you got DGs who do not understand what is 
going down underneath them that, you know, they don’t care, and that is my problem. 
Basically, they don’t care, you know, because somebody said they got to be (). They 
got to be educating themselves as to what is happening down below so that they can 
take that into account when they make a decision about change. And I don’t see any 
of that happening, all these processes, they just pull out and say that this is a part of 
the business process but they need to understand what is happening down below to 
incorporate that lower... To me, it was a good strategy but they were missing the boat 
on what is actually happening in the trenches… A lot of the change I see is really being 
driven from the top. There’s too much politics when it gets down to people who 
actually have to do the work.” 
MGR10: Male, >20 years as public servant 
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Furthermore, from the current study, it seems that sometimes leaders would also bring 
in people who have worked with them previously or external consultants to drive the 
change with them without much involvement of their current management group. The 
individuals brought in are likely to come from another organisational culture than the 
current organisation. By doing so, leaders create an in-group with the people they worked 
in the past and an out-group with their management team. Leaders then tend to promote 
the in-group over the out-group in evaluations, judgements and behaviours (Dasgupta, 
2004). An issue of capacity for action limitation (Christensen et al., 2007) is created since 
the management group is unable to participate in all the decisions that it could participate 
in. Hence, managers and directors have highlighted that better decisions could have been 
taken if the leaders would have listened to their suggestions and feedback. They despair 
that their input are not sought and considered properly. Managers and directors also 
revealed that if leaders ever ask for input it is mostly for the sake of saying that they 
have engaged employees but the leader would dilute this feedback before its 
consideration in the change. Thus, input from lower levels is given lip service. As a result, 
managers and directors do not believe that they should embrace change fully in the 
absence of consideration of their feedback.  
 
Moreover, Berson & Avolio (2004) also argue that the behaviour of the leaders influence 
how lower management interprets and propagates information about organisational 
changes. Directors, as middle managers, need to interpret the strategy and managers, 
as supervisors, need to apply the strategy (Kaiser et al., 2011). Consequently, when 
managers and directors are not fully “engaged” or when they are not supporting the 
change, non-managerial employees will likely distance themselves from the change 
because they sense a lack of engagement from their bosses. In addition, without 
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adequate information, these non-managerial employees would also not be able to 
understand the change to support it. 
 
Inclusion and Outgroup 
“They have blinders. This is what I am doing. I don’t care what you say. But I will trust 
this and this person. That’s it. And nobody else. Well, if you want to incorporate 
change, make sure that everybody trust you… you want me to be in your team. Well, 
make me feel part of it. Make me want to work weekends free…” 
MGR7: Male, 16-20 years as public servant 
“Sometimes when I talk to my director general, I get the same impression that there 
are certain things that he is not involved in and sometimes he’s been told he can’t talk 
to us about it because it has not been solidified... there were certain nuances there 
you realise that now you are going to have to deal with this and with this and that one 
is going counter to government policy but if you had included me I could have warned 
you about those and then you might have made a different decision… So, [pause] you 
know [pause] I don’t mind supporting a change if I am included. If somebody is doing 
it to me… if they do not end up wanting to include me, then why am I, then why should 
I be committed to supporting the change if you are not going to sit there and keep me 
included in the process? … Does not seem to have, er, [pause] they haven’t walked the 
talk, I think that’s the proper term to put there.” 
DIR1: Male, >20 years as public servant 
 
To summarise, public servants feel excluded in the change if they do not have an 
opportunity to participate in organisational changes. However, the type of participation 
depends on the hierarchical levels of public servants. The reason for public servants to 
want to influence the change through participation may be because the change has a 
deep impact on their roles, their daily work and their lives subsequently. It is important 
that there is no perception of out-groups and in-groups during organisational changes 
because public servants then no longer trust in the leader and the environment becomes 
more uncertain together with reduced readiness for change. Furthermore, managers and 
directors do not believe that they should embrace changes fully in the absence of 
consideration of their feedback. When the feedback of managers and directors is not 
sought and considered, employees are not likely to embrace the change too. 
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6.3 Communication and Sensemaking 
6.3.1 Communication and Expectations 
Participants stressed that they need the 5 Ws (What, When, Why, Who and Where) for 
them to understand what is being done and to continue to have a sense of belonging. 
According to Dierdorff & Rubin (2007), leaders need to provide clear expectations to 
employees because of the changing work roles or the expected patterns of behaviours of 
employees during change. Thus, the messages from the leader should clearly link to the 
direction of the government and the mandate of the department, branch or sector for 
public servants to understand the purpose and the planned outcome of changes. Even if 
the leader does not have the details of how the change will be implemented, he needs to 
provide the vision or the principles of the change and he needs to inform public servants 
about what the target end-state will look like for them to adapt to the change. As the 
organisational change progresses, more details about the different roles have to be 
provided to public servants for them to get a sense of inclusion and for them to know 
how they will function during the transition and in the end-state. 
 
Unclear Expectations 
“… tell us what you want? I don’t know what, what, what he wants. So, then it comes 
from that way and, excuse me, CIO very much wants his, his, hum, senior management 
team attached to his butt. When he goes, everybody goes. But what is that really 
doing? It shows camaraderie, but it is still not providing the direction….the clarity, the 
direction, the why, the 5 Ws, right. Give us a little more…(Don’t duck the leadership)” 
MGR9: Female, > 20 years as public servant 
“What do you expect of me? Okay, here is what I expect of you. We never got that. 
We never heard that and never felt that. So, I am like, why does it turn into that cryptic 
language that came out in a message to us that, you know, was here is what I expect 
of you but it does not say that. It said everything else except clear, you know ().” 
Emp11: Male, 11-15 years as public servant 
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6.3.2 Communication Channels 
Moreover, study participants informed that they want the communication from the 
change leaders to be clear and engaging without ambiguity. Failure to provide the correct 
information contributes to lack of openness. In addition, the leader is not showing ethical 
leadership by providing ambiguous or incorrect information. Brown & Trevino (2006) 
defines ethical leadership as “the demonstration of normatively appropriate conduct 
through personal actions and interpersonal relationships, and the promotion of such 
conduct to followers through two-way communication, reinforcement, and decision-
making” (pp. 595). This implies that leaders should have the courage to be frank and tell 
things as they are and that leaders should not spin the communication to make it look 
good and be rhetorical depending upon the audience. In addition, participants want to 
have regular and timely messages throughout the organisation change. While they want 
direct messages from the leader, participants informed that they also want messages to 
come from their bosses because they can then ask questions about the impact on their 
day to day work and clarify the meaning of the messages. They disclosed that the leader 
is not likely to know enough about the operational level to answer the impact at their 
level. 
 
Furthermore, participants want the information to reach them through different means 
other than via emails. Slew of long email messages, with embedded documents, is the 
norm in the public service despite the fact that public servants find these email 
communiqués hard to understand.  Participants are confused and do not know what is 
expected of them with respect to the change as a consequence of these type of 
messages. Public servants are, thus, inclined not to read these email communiques which 
are not structured properly for sensemaking. As a result, they consider these email 
communiqués as “noise”. 
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Leaders’ Communication 
“I started off as a Private and finished as a Colonel after 28 years. So, I think that I 
have seen both sides of the leadership equation and one thing that I always told myself 
is, a promise, is that I know what it’s like at the receiving end of orders. I want to make 
sure that when I am giving them that I understand and appreciate what I am asking 
those people to do… So, if I end up asking somebody to do something and they get 
screwed up, I am not going to sit there and berate that individual. It might be that I 
did something, I didn’t clarify it properly or I didn’t explain myself properly…” 
DIR1: Male, >20 years as a public servant 
“Employees were, I think, very confused. I don’t think it was clear to them. You know, 
I remember being in the audience and I am like I am not sure that this is going to 
resonate with people. I am not sure the message was explaining, you know, what the 
change was about. I think they needed to keep the message simpler, much simpler.” 
DIR4: Male, >20 years as a public servant 
“So, the more all-staff I go to, the more I count the salary dollars with the number of 
participants around the room - what a waste of money. Hum, I don’t know whether 
there is a better way to do those.” 
DIR2: Female, >20 years as a public servant 
 
Communiqués 
“The language of the communiqués… is so cryptic sometimes and … it’s almost serves 
a special purpose, it is almost like a special flavour of English... and it is almost that to 
be respected, one needs to know how to phrase some very straightforward way, 
notion in that, in that special lingo... Maybe it helps the players because … they are 
good at the linguistic game but it does not help the people that are at the bottom of 
the ladder because we, how do I interpret this? I have no idea. It can go left or it can 
go right.” 
EMP6: Female, 1-5 years as a public servant 
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Communication as Noise 
“There is still no real meat into it. There is still no real info. It’s platitudes.” 
MGR8: Female, >20 years as public servant 
“And I think that another side of it is that employees are almost apathetic towards 
communications. Because either they get too many emails or maybe it’s not 
necessarily that they get too many emails but they get too many emails that are too, 
they are too broad and they are too generic.” 
EMP18: Female, 1-5 years as public servant 
 
Bacharach et al. (1996) assert that organisations are systems of exchange and 
transformation happen through the negotiation of aligned, misaligned and realigned 
actions of the various parties within the organisations.  Thus, it is important that 
communication is clear across the organisation to promote alignment. Moreover, the 
authors suggest that senior management ideas change quickly and these may not be 
aligned with implementation actions of mid-level or technical management such that 
dissonance and inconsistency may occur. As a result, it seems that particular care should 
be taken to ensure alignment with the working level for successful organisational changes 
in the public service. Furthermore, Zaccaro & Banks (2004) argue that leaders should 
develop their competencies to build a change vision, to communicate and share this vision 
widely and to manage change according to this vision for the survival of the organisation. 
Senge (1990) equally posits that a communicated vision, shared across the organisation, 
is critical for employees to excel, learn and commit to the organisation’s future. Armenakis 
et al. (2002), in addition, maintain that the message of change should be aligned with 
the persuasiveness of the strategic vision by properly articulating the vision, 
demonstrating the shared vision and showing the appropriateness of the vision. So, it 
seems that leaders should have the capacity and competency to develop, communicate 
and share the vision with employees in order for employees to commit to organisational 
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changes and to the future of the organisation. Indeed, the current study findings show 
that employees want to understand the vision and to support the change. But public 
service leaders use fragmented communication scripts with polysemous language that 
hinders readiness for change. To make matter worse, the use of long and forked emails 
as the primary medium for communication of change further enhances confusion. Thus, 
leaders do not give sense to the new vision and employees are not able to construct the 
meaning of change so that they can understand the change (Gioia & Chippeddi, 1991) 
and support the change. Besides, employees’ understanding may even lessen when 
employees speculate and try to make sense of the change among themselves because 
each of them has a limited understanding of the change and because of the cynicism of 
some of them. 
 
In sum, leaders need to provide the 5 Ws for public servants to have a sense how they 
fit in organisational changes. Public servants need unambiguous and correct 
communication through different means for them to be ready for the change. Email 
communication is considered as noise and hinders alignment. To facilitate alignment, the 
same message should come throughout the hierarchy with more details as it cascades 
down. 
 
6.4 Sensible Organisational Changes 
6.4.1 Proud Contribution 
Boezeman & Elemers (2008) argue that pride arises when one evaluates that either one 
is entrusted to a deserving social outcome or that one is a person that the society values. 
In addition, Tyler & Blader (2002) argue that employees feel pride if they strongly believe 
that the organisation is valued positively and that they are respected or valued by the 
organisation. Participants informed that they became public servants to serve Canadians 
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and they want to make a positive difference for Canada through their work. Thus, to 
participants, organisational changes have to be meaningful and in the interest of 
Canadians in order for them to fully support these changes. Participants revealed that 
they are disheartened when they think about the number of incomplete, costly and 
wasteful changes that taxpayers have to bear. They disclosed that on hearing an 
organisational change will happen, immediate questions such as “Will this change come 
to fruition” and "If yes, will it be done in a cost-efficient manner?” come to their mind. 
Ellickson & Logsdon (2002) showed that pride in the organisation was the most powerful 
determinant of job satisfaction in their study of more than 1,200 employees of 18 
municipal departments. Thus, this suggests that public servants’ job satisfaction declines 
when the organisational change fails in the public service. 
 
Senseless Change 
“…the new leader comes in and wants to put a stamp that this is mine… So, this is the 
problem with change. Why when the new person comes in, they do not want to learn 
from what the other person did? You know, and what if it was not even broken, right? 
What if it was working ok? What if it was not broken? And then you just come in and 
say it is broken… And then, they hang around and then they leave because it did not 
work.” 
EMP2: Female, 11-15 years as a public servant 
 
Participants are not proud when organisational change fail and the failure of the change 
leaders become theirs. On the other hand, they are motivated when they see successful 
results from the change and are proud to be public servants. Thus, they want the change 
leaders to have a realistic plan and capacity to successfully deliver the change. 
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Proud to Contribute 
“I have worked on a big project for 3 ½ years – a big national project. It was for the 
procurement of military vehicles… So, these vehicles are used by military personnel to 
carry medical equipment and food. But there is also a component about protection 
against the, the fires … So, our current vehicles are not very secure and these vehicles 
put at risk the lives of our military. Thus, me and my team, we are very, very proud to 
contribute to this big project… But the day that they will deliver the first vehicle, even 
if I no longer work on this project, I will be there. Because I tell myself that this is my 
contribution as Canadian. May be, we will save lives with these vehicles.” 
MGR11: Female, 6-10 years as a public servant 
 
Most of the participants revealed that they joined the public service because of their 
perceived social impact (Grant, 2008) since they feel that their actions in the public 
service benefit Canadians. The findings accordingly show that public servants try to 
understand how the changes will bring efficacy and efficiency to Canadians. While the 
purpose of the change affects readiness for change, it is sometimes difficult for public 
servants to determine this purpose because of the embeddedness (Granovetter, 1973; 
Granovetter, 1983) or the inter-dependencies of the public service departments. The 
electoral platform of the government is implemented by various departments in the 
Canadian public service. The implementation of a specific change can span across various 
departments and, hence, the information available to employees in a specific department 
can be fragmented because of this embeddedness. Salancik & Pfeffer (1978) posited that 
individuals’ attitudes and perceptions are conditional to the saliency or awareness of 
information available to them.  As a result of the lack of appropriate information, public 
servants resist or do not fully support changes because they are not able to ascertain 
that these changes will bring efficacy and efficiency. This finding is congruent with Yukl 
(2013) who argues that employees resist changes which they believe are not necessary, 
are not feasible, are not effective and which are inconsistent with their personal values. 
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6.4.2 Complexity of Organisational Change 
The public service is an environment with bounded rationality (Christensen et al., 2007) 
where the goals are pervasive and inconsistent across the various parts of the 
organisation and with complex problems that limit complete information about the choices 
in the public service and its consequences. This complexity can have a negative impact 
on organisational changes. Public service departments are embedded because each one 
has specific mandate(s) that are not replicated in others apart from the core 
administrative functions such as finance and human resources. Thus, changes in one 
department tend to have an impact on other departments in reciprocal interdependency 
because one stakeholder’s input affect the output of another stakeholder and vice-versa 
(Lewis, 2011). This makes organisational change harder to implement and be successful 
since the strategy is not elaborated with all the departments together. This is reflected 
humorously by Lynn & Jay (1997) in their tragicomedy “Yes Minister”, “all government 
departments – which in theory represented the government to the outside world - in fact 
lobbied the government on behalf of their own client pressure group… each Department 
of State was actually controlled by the people whom it was supposed to be controlling… 
the Department of Industry lobbied for the employers. It was actually rather a nice 
balance. Energy lobbied for the oil companies, Defence lobbied for the armed forces, the 
Home Office for the police, and so on” (pp. 435). 
 
In addition, individuals within departments may want different outcomes of the change 
based upon their individual objectives. Thus, departments and individuals use their power 
to influence the direction of the change so that they benefit. Boonstra & Gravenhorst 
(1998) argue that the use of power then “becomes visible when different interest groups 
negotiate about the direction of the change process” (pp. 99).  
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Moreover, participants informed that they do not want unstructured organisational 
changes whereby the leader has not consulted with other stakeholders. They, however, 
recognise that bureaucracy due to the hierarchical organisational structures, evolving 
politically motivated priorities impacting the departments at any time and the various 
pressures for delivery of the different departments make it hard to strategise together in 
a coordinated way. Nevertheless, they maintained that they want the change leader to 
have a minimum of planning with other stakeholders to avoid changes that are never 
ending or changes which are abandoned midway without a successful and tangible 
deliverable. 
 
Embeddedness 
“… it’s a house of cards because nobody can deliver because they are dependent on 
someone else and we all are dependent on DEPT2. Like, we are all in a big mess 
because there has been too much reorganisation.” 
MGR8: Female, >20 years as a public servant 
 
6.4.3 Leader’s Tenure and Recycling of Organisational Changes 
Participants informed that they believe that organisational changes are cyclical and that 
abandoned changes are re-initiated after a period of time. While all organisational 
changes introduce ambiguity and confusion in the environment, organisational changes 
that are started and abandoned mid-way and then restarted again in a slightly different 
form later are the ones that participants find most confusing and hard to accept. The 
organisation is seen as being dysfunctional and confusing.  
 
Participants informed that new leaders join the organisation with ideas of change that 
have already been tried and abandoned previously. To public servants, leaders come and 
go without implementing the change successfully. Interestingly, the recycling of these 
changes is made easier by the frequent changes of senior management or leaders every 
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few years since the senior management layer may not remember the full details of 
previous changes. However, public servants tend to be longer with the department. Thus, 
when they try to understand the impact of the changes on their day-to-day work life, 
they are prompt to remember organisational changes that were initiated before. In 
addition, public servants who lost their jobs because of the organisational change are not 
going to forget that change and the rationale of the change causing them to lose their 
jobs. Therefore, the longer public servants remain in the department, the more they have 
seen these recurring changes and they tend to be more cynical towards change. 
Alternatively, since they are no longer satisfied with their job, they think of exiting the 
organisation by quitting, retiring, transferring or searching for a different job (Rusbult et 
al., 1988). Thus, public servants would like leaders to stay longer in their positions to see 
the change through completion.  
 
Recycled Change 
“We have all been around sometime now and been there, done that. Somebody else 
is going to come in and do the same thing, only different. In our environment right 
now, we are moving back to the old… It’s been six years … It’s like, I would not say a 
20 year cycle in this one but generally speaking, that’s it. What’s done is done but, oh, 
look, it’s coming around again.” 
MGR9: Female, 16-20 years as a public servant 
“Yes and there is no leveraging of what was done before because there were good 
things that were done. And leverage what was there, make some changes but don’t 
do it drastically, especially now… I wonder, how big a plan was done but there’s no 
leadership to take us there. That’s what I feel. People want to integrate change.” 
MGR8: Female, > 20 years as a public servant 
“…since that I am there, I find that we make 2 steps forward and 1 step back. You 
know, hum, I look at the major projects … this project was the main reason I came 
here ... It was a multi-million project and then, well, the project is starting again ... 
projects return in a cyclically way. You know, where you think it's a good idea… these 
are projects that have been tried in the past… you have to understand why the projects 
come back and the lessons learned. Those things, are not necessarily the things that 
we are very good at in the department.” 
EMP13: Male, 11-15 years as a public servant 
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6.5 Organisational Support and Network 
Public servants always need support from their supervisors but they need the support 
even more during organisational changes and when changes are being institutionalised. 
They need to reflect with their supervisors on what the change means for their unit and 
themselves, how to operate in a bimodal way until the change implementation, how to 
implement the change successfully for their unit and how they will function in the end-
state. In addition, some employees need more reassurance and more implementation 
details than others from their supervisors. 
 
Support of Supervisor 
“… if you put 10 people on the line, two, three people would just lose it because they 
are [small pause], you know, they need things very structured. Other people has other 
needs and as long as those are met, your life is good. And when you are struggling to 
have those needs met, it’s then that the anxiety comes in, and you know, the 
uncertainty and this has also to do with your, your management. How approachable 
they are, how they simplify these processes for you, how they engage you in the 
process.” 
EMP5: Female, 16-20 years as a public servant 
“I have never seen a plan. Like, where is the strategy to bring us there? You know, a 
big document is not sufficient to go out there... I need that person who wants to make 
a change to come and tell me how to do it. Not tell, you do this, you do that, no…. 
obviously nobody knows what, who is supposed to do what. So, who is guiding? ... it’s 
like as if I tell my staff do this and they don’t know.  Well, I am going to try to find a 
way to make them, hum, aware of what I want first of all. And then I am going to help 
them. If I don’t know, we will work together to make it happen…. It’s like, no, do-it-
yourself and then come back with a strategy and then I will see whether I like it or 
not.” 
MGR7: Male, 16-20 years as a public servant 
“If somebody is doing it to me… You are not going to get that same level of 
commitment and enthusiasm. I’ll take care of my part because, er, you know, it’s the 
people that I am working with, that work for me, I want to make sure that they’re, 
they’re looked after…” 
DIR1: Male, >20 years as a public servant 
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6.5.1 Generational Difference 
However, a key difference emerged in the findings about the level of required support 
for organisational change from the younger generation employees. The focus group 
participants informed that the younger generation employees would rather go to the 
Youth Network than to their managers for support. They view their managers as helping 
for administering matters rather than for enabling and supporting them with 
organisational change. 
 
Network as Support 
“I go to my network rather than my manager. My manager, I go to see him for the 
business, if there is a change in my unit or something like that. But else, I think that I 
have established a rather good network to know when I hear about something… And 
yes, I would make 2-3 phone calls to get the information. Then, I would go to my, my 
manager... My manager is really here as reference for the operational, the business.” 
EMP18: Female, 1-5 years as a public servant 
 
The researcher explored the need for supervisory support across focus groups and found 
that the younger generation employees are more curious and inquisitive than the average 
public servant. Younger generation employees would dig for information to understand 
how everything is embedded. They use their youth network to find information about 
their work and anything happening in the department. If they do not get the information 
from the members of the Youth Network, they search for a contact person to get more 
information until they find what they require. Younger generation employees also look 
for opportunities of availing of mentorship as a means to be productive and to advance 
their careers in the evolving organisation. They believe more in themselves and in their 
capacity to get another job readily if they were to lose their current jobs. When comparing 
both groups of older and younger employees, support, curiosity and resilience were the 
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three areas which they differ the most. Else, all the participants have almost similar 
attitudes. The researcher has elaborated on these three key differences in the next three 
sub-sections. 
 
Seeking for Information 
“Anyway, I think that in all organisations, there is always a go-to person. And, it’s 
funny to say it because I have played this role frequently. Why? Because, by my nature, 
when I come to some place, I take the time to seek information, I take the time to talk 
to people… So, it’s certain that the more that you are curious, the more you see things, 
huh. Often, these are the smiling persons, who are open and who are approachable… 
They are not the persons who will have the answer but who will know where to refer 
you to. So, these go-to persons, they are everywhere. We just need to find them.” 
EMP17: Female, 1-5 years as a public servant 
 
6.5.2 Perceived Organisational Support 
In addition to their personal values, employees develop general beliefs about their 
organisations to help them conceptualise the level of commitment their organisations 
have towards them (Eisenberger et al., 1986) and to guide them in their exchanges with 
their organisations (Eisenberger et al., 2001). Thus, employees have a perception of the 
level of support received from their organisations and they reciprocate in return 
(Gouldner, 1960) through psychological contracts (Rousseau, 1989). As demonstrated by 
Shanock & Eisenberger (2006), employees view their supervisors as the direct 
organisation’s representatives and employees use their perception of the level of support, 
engagement and concern received from their supervisors for them to perform their work 
accordingly (Burke et al., 1992). Hence, the perception of the support from their 
supervisors, or perceived supervisory support (PSS), predicts their level of perceived 
organisational support (POS). The current study shows that public servants need more 
support from their organisations, and particularly from their supervisors, during 
organisational changes than during normal operations. Therefore, this suggests that in 
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times of organisational change, particular care should be taken to raise POS and PSS so 
that public servants can support organisational changes. Moreover, the current study 
show that managers have a deeper need for support from their organisations during 
organisational changes because they need to provide support to the employees beneath 
them. This current finding is supported by Shanock et al. (2006) who illustrate that PSS 
of employees is positively linked to the perceived organisational support of those who 
supervise employees.  
 
However, the current study also shows that public servants in their early twenties or late 
teens have different work attitudes and values than the older generations’ employees. 
These public servants, according to demographers and authors, fit in Generation Y (also 
termed as Millennials) as they were born between early 1980s to mid-1990s or early 
2000s and Generation Z (also termed Post-Millennials) as they were born as from mid-
1990s or early 2000s.  
 
Twenge (2000) argue that major historical, social and cultural events happening in the 
world such as wars and global recession influence the personality of the then children 
and the personality of the latter is, thus, shaped by their birth cohort. Other researchers 
(Parry & Urwin, 2011; Gursoy et al., 2013) also argue that values and work attitudes of 
individuals are also shaped by their birth cohort. These studies suggest that the birth 
cohort have an influence on the personality, attitudes and values of employees. Public 
servants in their early twenties or late teens were born in the digital age with the World 
Wide Web in 1989, wireless networking and laptops in the 1990s and broadband internet 
in the 2000s. Thus, they had ready access to Web 2.0 technologies and mass online 
information at a young age and they are comfortable with technology and social media. 
They build and maintain a network of “friends” easily online. Younger public servants 
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come from this generation and this may explain their eagerness to look for support from 
their network instead of support from their manager. 
 
6.5.3 Perceived Peer Support 
The current study shows that public servants in their early twenties or late teens do not 
have a deep need for supervisory support compared to older employees. These younger 
public servants prefer to go to their network of colleagues in their organisation or other 
organisations rather than to their supervisors for support. The researcher termed the 
“support provided by peers in the work environment” as perceived peer support (PPS) 
since this type of support does not seem to be defined in the literature.  
 
However, the term social support is used in the literature despite having various 
definitions (Barrera, 1986; Shumaker & Brownell, 1984). To clarify its meaning, Shumaker 
& Brownell (1984) defined it as “an exchange of resources between at least two 
individuals perceived by the provider or the recipient to be intended to enhance the 
wellbeing of the recipient”. Social support seems to be well integrated with coping in 
times of stress due to severe health issues like cancer (e.g. Thoits, 1986; Lakey & Cohen, 
2000; Wortman, 2006). In addition, social support is frequently associated with the small 
primary group of family, relatives and friends who have intimate and enduring 
relationships with the individual (Thoits, 2011) instead of peers in a working environment. 
Hence, social support is not linked to support provided by peers who are not in an intimate 
or enduring relationship with the employee in a work environment.  
 
Moreover, it seems that research studies on the level of PSS of younger employees 
compared to PSS of older employees, particularly during organisational changes, are non-
existent. Furthermore, the younger public servants in the current study show that they 
are more resilient and they easily rebound from the negative aspects of organisational 
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changes compared to older employees. The younger public servants believe in themselves 
and in their adaptability such that they do not think that they are tied to one organisation. 
They believe that they are mobile and can move easily to other organisations if they feel 
that they have to. On the other hand, older public servants tend to be more cynical about 
organisational changes because they believe that they have seen the change before and 
they believe that the change will not be implemented properly. 
 
6.5.4 Curiosity and Resilience 
In addition to their adaptability, the younger public servants reveal that they are curious 
about anything unusual happening in the organisation and that they are eager to 
investigate and learn more about how to address issues and overcome obstacles. 
Kashdan & Silvia (2009, p368) defines curiosity as the “recognition, pursuit, and intense 
desire to explore novel, challenging, and uncertain event” and Windle et al. (2011) defines 
resilience as “the process of negotiating, managing and adapting to significant sources of 
stress or trauma”. Resilience, thus, enables one to adapt to changing environment (Cohn 
et al., 2009). Though there is some literature about resilience and curiosity with respect 
to depression (Southwick et al., 2012), the literature on resiliency and curiosity of 
employees seems to be inexistent with respect to organisational changes. Since the group 
of baby boomers, born between 1946 and 1964, has almost completely retired from the 
Canadian public service on account that they could retire as early as they are 55 years 
old and the group of generation X, born between 1965 and 1976, are planning retirement 
in the next two decades, more studies are needed to understand how organisational 
changes are going to affect the new public servants born who are entering the workforce 
now. 
 
While more studies are needed to explore and explain the difference in PSS, curiosity and 
resilience during organisational changes for the younger generations, the researcher 
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suggests that the construct of job embeddedness may provide some insights to account 
for the differences in the current study findings. The construct of job embeddedness was 
introduced by Mitchell et al. (2001) to explain turnover and this construct has been widely 
used since then to explain the phenomenon of turnover. Job embeddedness is based 
upon the belief that every individual is engrossed in his background and that he is 
connected to other individuals in a social web. Also, those who are most attached to the 
web find it hard to leave it. Specifically, the construct of job embeddedness is made up 
of the three dimensions of links, fit and sacrifice.  Thus, according to Mitchell et al. (2001), 
Links is the degree of connection between each individual and other individuals or 
activities. Fit is the degree of integration of the individual’s job and communities within 
his “life space”. Finally, sacrifice is the degree of ease of breaking the links without giving 
up much if the individual was to relocate elsewhere. Younger generation public servants 
are linked to other younger colleagues and they participate in activities together on the 
job and outside of work and share similar communities. They tend to befriend those who 
are similar (Armichai-Hamburger et al., 2013). They have also a more integrated life 
space in the sense that they do not easily dissociate their job and their life easily. But 
then, their degree of sacrifice is less because they believe that they can relocate 
elsewhere without giving up much since their social web will continue to exist irrespective 
of distance. In contrast, older generation public servants do not have this need to have 
a tight linkage to a network of colleagues of similar generation and they do not tend to 
participate in activities together outside of work. Older generation public servants keep a 
barrier between personal life and the job. However, they self-identify with the 
organisation and they tend to hesitate before leaving the department. Hence, using the 
job embeddedness construct, one can argue that younger generation feel that they have 
a readily accessible network at work and outside work for support and that they do not 
feel that they need to have readily supervisory support when things are not clear. They 
have a sense of security and they believe that there is always somebody who can help 
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them in their network. This may also explain why they are more confident and more 
resilient than older generation public servants. Also, since a network consists of various 
nodes with varied informational resources, younger generation may also feel that they 
need to be curious about what they can learn and bring back to their network to be of 
value to the network and to even become central nodes. 
 
In sum, public servants need special support during organisational changes. However, 
younger public servants seek support from their peers rather than from their managers 
like the older public servants. The concept of peer support during organisational changes 
is not discussed in the reviewed literature and the researcher provides a definition for this 
type of support since it is important for the younger generation public servants. Younger 
public servants seem to be also more curious and resilient than the older generation. 
Again, curiosity and resilience during organisational changes are not discussed in the 
reviewed literature. The researcher suggests, with illustration, that the construct of job 
embeddedness may provide some explanation about the difference between the younger 
and older public servants. 
 
6.6 Time to Change 
To conclude this third theme, participants revealed that they need time in order to change 
because of the need to rebuild the professional network, to cope with the change and to 
perform the necessary steps for operating in the change. These elements are covered in 
the next three sub-sections. 
 
6.6.1 Rebuilding the Professional Network 
Participants informed that they have to rebuild their professional network after each 
organisational change because the stakeholders with whom they transact regularly also 
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change. In addition, the organisational change may not be implemented at the same pace 
across the various units impacted by the change due to the nature and priority of that 
particular change. This lack of synchronisation of organisational change brings more 
complexity and confusion because the processes and responsibilities may not be aligned 
across units impacting negatively the delivery of service to citizens. Hence, it takes time 
for public servants to be functional during and after organisational changes because of 
the time it takes for them to re-establish a proper network and to ensure that the right 
process is being followed. The process can be seen as a series of events that require 
time. “Learning and adjustment are “lumpy” in the sense that they are typically driven by 
episodes that precipitate new experiences, reflection, and perhaps reinterpretation of 
previous episodes” (Ashforth, 2012, pp. 162). Thus, leaders need to take this lag time for 
events into consideration when they plan for organisational changes in the public service. 
 
Therefore, the current study reveals that public servants want their leaders to give them 
time to rebuild their relationships with stakeholders because roles and responsibilities as 
well as processes change with organisational changes. While people typically view public 
institutions as cold with massive buildings, a lot of activities and relationships’ building 
take place in the background in order to provide public services (Denhart, 2007). 
Relationship building, in case of organisational changes, takes more time than normal 
because parties are figuring out how they will function together with the change. 
Granovetter (1973) argues that interpersonal relationships or ties provide information and 
influence resources to groups and that the strength of a tie is dependent on the time 
spent, the intensity of emotions, the level of reciprocal confidence and mutual services 
rendered through the relationship. Gittell (2006) also argues that when participants have 
to perform tasks which are highly inter-dependent in an uncertain and time constrained 
environment, they must maintain a relationship with shared goals and mutual respect to 
ensure proper coordination. Therefore, public servants need time to clarify the process 
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and their roles and to build relationships with other parties to provide services in the 
changing and changed environment. The time taken for public servants to build 
relationships after an organisational change, even after the processes and roles have 
been clarified, may explain why it takes longer to provide the same level of service as 
before the change. 
 
6.6.2 Coping Strategies 
In addition, coping with organisational changes takes time. Individuals come up with 
different coping strategies to reduce stress and these strategies can be broadly grouped 
into problem-focused coping strategies and emotion-focused coping strategies. Problem-
focused coping strategies occur when efforts are focused on changing the interaction 
between the person and the environment through cognitive or behavioural methods such 
as focusing on the main task to overlook difficulties and delaying the required tasks 
respectively while emotion-focused coping strategies where efforts are focused at 
controlling emotions (Lazarus & Folkman, 1987). Problem-focussed coping strategies are 
preferred to emotion-focussed coping strategies because the former are aimed towards 
problem resolution instead of dealing with distress like the latter (Terry & Jamieson, 
2003). Carver et al. (1989) also argue that seeking for social support can be interpreted 
as a problem-focussed coping strategy when the individual is seeking advice, information 
and help on resolving the problem or as an emotion-focussed coping strategy when the 
individual is looking for moral support and understanding. However, the authors also 
argue that active problem-focussed coping requires time to think and plan activities on 
how to remove the stressor. Thus, during organisational change, public servants need 
time to come up with proper problem-focused coping strategies.  
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6.6.3 Social Comparison for Well-Being 
The current study also show that public servants perform social comparison (Festinger, 
1954) with their peers to evaluate whether the others are doing well or are struggling to 
cope with the organisational change. Taylor et al. (1995) suggest that individuals need 
to compare with others and perform self-evaluation through the four steps of self-
assessment, self-enhancement, self-verification and self-improvement when there is a 
past threat or failure or when there is an anticipated future threat or challenge. In the 
case of organisational change, public servants are dealing with an anticipated threat or 
challenge. Thus, according to Taylor et al. (1995), individuals first need to do a self-
assessment to have precise information about themselves. Second, they need to perform 
self-enhancement to maintain a positive self-image. Third, they need to perform self-
verification to maintain consistency with their self-image and finally, they need to perform 
self-improvement to improve self-enhancement further. The need to maintain precise 
perceptions of self and the world are critical for mental health and well-being (Taylor & 
Brown, 1988; Taylor & Brown, 1994). Maintaining and enhancing well-being during 
organisational change also takes time. Interestingly, the finding from the current study, 
about social comparison in times of organisational change for coping and well-being, does 
not seem to have been raised in previous literature.  
 
To summarise, public servants need time to rebuild their relationships with stakeholders 
because roles and responsibilities as well as processes change with organisational 
changes. Similarly, they need time to cope with the change using problem-focussed 
coping strategies. Furthermore, public servants perform social comparison with their 
peers during organisational changes and they need time again to maintain and enhance 
their well-being. 
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6.7 Chapter Summary 
This chapter has elaborated on the third and final theme of the thematic analysis, i.e. 
“Supporting elements for public service changes”. Again, the findings were similar yet 
slightly different from the initial conceptualised framework for change. In addition, there 
were additional findings not mentioned in the reviewed literature. First, public servants 
joined the public service because of their perceived social impact. They are proud of 
successful organisation changes and their job satisfaction declines with failed changes. 
Leaders should, thus, be capable to lead organisational changes successfully. Second, 
implementation of organisational changes is complex in the public service because of the 
embeddedness of the public service and the need to have all the required stakeholders 
on board. Third, the short tenure of leaders does not facilitate organisational changes 
which public servants believe are recycled with slight modification by new leaders. Fourth, 
public servants resist changes that they believe are not necessary, are not feasible, are 
not effective and which are inconsistent with their personal values. Fifth, public servants 
need special support during organisational changes but younger public servants seek 
support from their peers rather than from their managers like the older public servants. 
Sixth, since the concept of peer support during organisational changes is not discussed 
in the literature, the researcher provided a definition for this type of support which it is 
important for the younger generation public servants. Seventh, younger public servants 
seem to be also more curious and resilient than the older generation but curiosity and 
resilience during organisational changes are not discussed in the reviewed literature. 
Eighth, the researcher has suggested, with illustration, that the construct of job 
embeddedness may provide some explanation about the difference between the younger 
and older public servants. Ninth, public servants need time to rebuild their professional 
relationships with relevant stakeholders during organisational changes. Tenth, public 
servants also need time to avail of problem-focussed coping strategies with changes. 
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Finally, public servants need time to perform social comparison with their peers during 
organisational changes to maintain and enhance their well-being. Yet again, social 
comparison is not mentioned in the organisational change literature. 
 
This concludes the thematic analysis findings. In the next chapter (Chapter 7), the 
critical realism mechanisms that give the probable causes, motives and choices of 
individuals influencing the readiness for change in the public service are discussed. 
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7 Mechanisms of Readiness for Change 
7.1 Introduction 
The critical realism philosophy aims to provide explanation of events through its 
underlying mechanisms and the objective of this chapter is to provide a critical realism 
explanation of the events leading to readiness for change in the public service through 
probable mechanisms. These mechanisms are the probable causes, motives and choices 
of individuals influencing the readiness for change in the public service as uncovered 
during the data analysis explanatory logic of abduction and retroduction. 
 
The chapter consists of five sections. The first section is the introduction followed by 
three sections providing the probable mechanisms of each of the thematic analysis 
groupings. The fifth section provides a new conceptualised framework using the 
employee lens instead of the one in Chapter 2 subsequent to the uncovered critical 
realism mechanisms. The chapter finally concludes with a chapter summary. 
 
7.2 Experiencing Changes in the Public Service 
This section provides the probable mechanisms linked to the first theme of experiencing 
changes in the public service are discussed under the same six sub-sections as the 
thematic finding. These sub-sections are emotional aspects of change; lack of 
organisational justice; uncertainty, stress, anxiety, self-efficacy and change fatigue; 
powerlessness and helplessness; victims and survivors; and loss of faith. 
 
7.2.1 Emotional Aspects of Change 
Hope and excitement are positive emotions that public servants feel on hearing about 
upcoming organisational changes in the public service. Together with hope and 
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excitement, fear and ambivalence of simultaneous emotions are two negative emotions 
that public servants feel on hearing about upcoming changes.  
 
Based upon abduction and retroduction, the two mechanisms of “my job will be great” 
and “my role will be great” may be enacted by public servants under hope and 
excitement. On the other hand, the mechanisms of “I will lose my job” and “I will not like 
my role” may be triggered by public servants due to fear. In addition, the “motivational 
conflict” mechanism may be enacted by public servants due to their ambivalence of 
simultaneous emotions. These mechanisms are explained in the next five sub-sections. 
 
7.2.1.1 My Job Will Be Great Mechanism 
This mechanism may be enacted by public servants when they appraise their situation on 
hearing about an upcoming organisational change and anticipate a change of job for the 
better such that they are hopeful and excited about the change. They, thus, derive 
positive meanings through sensemaking (Gioia & Chittipeddi, 1991), look forward to the 
change and anticipate the benefits to them. This mechanism has a positive effect and 
enhances readiness for change.  
 
However, this mechanism can also comprise wishful thinking if the anticipated benefit 
does not materialise. Then, public servants may become disillusioned and frustrated when 
they realise that the benefits will not be reaped. Yet, they may also keep thinking that 
that the new and better job will materialise despite new information indicating that there 
will not be a better job. Thus, they may reaffirm their beliefs through confirmation bias 
and undergo cognitive dissonance (Festinger, 1957).  
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7.2.1.2 My Role Will Be Great Mechanism 
This mechanism is similar as for “my job will be great mechanism” apart that instead of 
anticipating a better job, public servants believe that their roles will be enhanced with the 
change. Thus, this mechanism may be triggered when they believe that they will keep 
their current job but they will be having better roles in their positions with the 
organisational change. Again, through this mechanism, public servants look forward to 
the change because of anticipated benefits.  So, this mechanism is positive and enhances 
readiness for change. Yet, this mechanism may become negative if they used wishful 
thinking with the result that they become disillusioned and frustrated when they realise 
that the benefits will not be reaped. 
 
7.2.1.3 I Will Lose My Job Mechanism 
This mechanism may be enacted by public servants who anticipate that they may either 
lose their job through layoff or that they will lose their current job for a job that they may 
not like because of organisational changes. This mechanism may decrease readiness for 
change since public servants become fearful, stressed about the change and anxious 
about what would happen to them. As a result, public servants have visceral reactions 
about the change. Lack of information further exacerbates the situation on account of 
them feeling powerless (Greenhalgh & Rosenblatt, 1984). In addition, they begin to worry 
about losing face (Goffman, 1967) vis-à-vis their peers, family and community and losing 
their identities (Ashford & Mael, 1989; Brewer, 1991; Brewer & Gardner, 1996). 
 
7.2.1.4 I Will Not Like My Role Mechanism 
This mechanism is quite similar to the mechanism of “I will lose my job”. This mechanism 
may be triggered by public servants who fear that their role will either be decreased or 
that they will not like what they will need to do in their new positions with the change. 
While this mechanism also brings anxiety, stress, uncertainty and loss of face and 
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identities, it is less severe than “I will lose my job” mechanism because they still have a 
job. However, the mechanism also can reduce readiness for change because it elicits 
negative emotions in public servants making them dread organisational changes and 
resist them as a consequence. 
 
While the researcher noted that public servants who lost their jobs in the past due to 
organisational changes are more likely to avail of the “I will lose my job” mechanism, she 
does not have enough data on the participants to analyse whether personality also plays 
a role in availing of “I will lose my job” or “My job will be great” mechanisms. 
 
7.2.1.5 Motivational Conflict Mechanism 
The “Motivational conflict” mechanism may be enacted by public servants when they are 
driven by two different sets of contrary behaviours because they simultaneously 
experience hope, excitement and fear. Thus, public servants may be energised because 
they are excited and hopeful of the impact of the change to them so that they want to 
steer towards the change but at the same time they want to retrograde because they 
fear the impact of change on their livelihoods. However, because they are not certain 
about the change, they may be so confused and conflicted that they do not want to 
support the change. This mechanism impacts readiness for change negatively. 
 
7.2.2 Lack of Organisational Justice 
The mechanism of “there is no justice” may be triggered by public servants who feel that 
there is a lack of organisational justice. 
 
7.2.2.1 There is No Justice Mechanism 
“There is no justice” mechanism may be enacted by public servants who feel that the 
organisation and the leaders do not respect them because they perceive that the latter 
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do not provide adequate communication about the change and treat them like a 
disposable commodity. In addition, public servants may believe that there is a breach of 
psychological contract because of the high possibility of job loss during organisational 
changes. Moreover, public servants tend to be bitter about organisational changes when 
they have lost their jobs in the past and they cannot comprehend the change. “There is 
no justice” mechanism consequently decreases readiness for change. 
 
7.2.3 Uncertainty, Stress, Anxiety, Self-Efficacy and Change Fatigue 
Two mechanisms, “I don’t get it” and “No longer able to cope” may be enacted by public 
servants during uncertainty, stress and anxiety. 
 
7.2.3.1 “I don’t get it” Mechanism 
The “I don’t get it” mechanism may be enacted by public servants who cannot make 
sense of the change or when they cannot find the resources they need within themselves 
to cope with the change. Lack of sensemaking may be due to unclear communication or 
because of the poor rationale offered for the changes or because of the complexity of the 
change. As a result, public servants are uncertain about the change and anxious about 
what would happen. Organisational changes in the public service are complex due to the 
potential impact of the change on the country, the visibility of the change on account of 
the budget allocated to the change from taxpayers’ funds, the potential linkage to 
integrity and competence of the government if it fails, the promise from the electoral 
platform and the involvement of various stakeholders from various departments and 
private sectors with diverse and conflicting motivations. In addition, communications are 
sometimes full of rhetoric because of the complexity of the change. Nevertheless, the “I 
don’t get it” mechanism may affect readiness for change negatively because it reduces 
motivation of public servants for working on implementing the change, supporting the 
change and accepting the change. 
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7.2.3.2 “No longer able to cope” Mechanism 
The “No longer able to cope” mechanism may be enacted by public servants who feel 
that they do not have enough energy and resources to deal with the change. Thus, Public 
servants feel that they are overwhelmed with work, feel fatigue due to the continuous 
changes that do not seem to come to fruition and they think that the change is hard to 
live. This mechanism decreases readiness for change.  
 
7.2.4 Powerlessness and Helplessness 
Three mechanisms may be enacted by public servants when they feel powerless and 
helplessness during organisational changes. These are “The magical thinking”, “There 
must be something to help” and “Hating the job” mechanisms. 
 
7.2.4.1 “The magical thinking” Mechanism 
The “magical thinking” mechanism may be trigged when public servants believe that 
magically their wishes about a better outcome will come true when they feel threatened 
and when they do not have enough coping resources to allocate to processing the 
information at hand (Keinan, 1994). Despite seeing signs that things are not going well 
with the change, some public servants may want to be positive about the change. They 
want to believe that the change will be successful and that they will not be impacted 
adversely by the change. Thus, the “magical thinking” mechanism may temporarily 
increase readiness for change but in the longer term it may reduce readiness for change 
when public servants have to face that their wishes will not come true and they have to 
face reality. 
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7.2.4.2  “There must be something to help” Mechanism 
This mechanism may be enacted by public servants who become hopeful about the 
change and who try to find something to remedy to deficiency in information, process or 
structure about the organisational change. They look at what can help them. The 
mechanism involves resilience, curiosity and learning. Thus, the individuals want to 
rebound back from adversity and use their abilities to learn, to question and to inquire in 
order to find what is missing to progress with the change. This mechanism, as a result, 
may increase readiness for change. 
 
 
7.2.4.3  “Hating the job” Mechanism 
The “Hating the job” mechanism may be enacted by public servants who no longer see 
how the change can be beneficial to them since they feel like prisoners and trapped in 
jobs that they have come to hate. Their jobs have become so painful with the change 
that they are struggling on how to get by. They are depressed and may become deviant 
or violent against themselves or others on the job or at home as a way to take control of 
the situation. This mechanism, thus, reduces readiness for change. 
 
7.2.5 Victims and Survivors 
The mechanisms “I am a victim”, “I am a survivor” and “Better me than them” may be 
enacted by public servants during organisational change. 
 
7.2.5.1 “I am a victim” Mechanism 
This mechanism may be enacted by public servants when they feel that they are orphans 
because they are alienated in an organisational change that they cannot comprehend and 
cannot participate in. Alternatively, this mechanism may be enacted when public servants 
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have lost their jobs more than once because of organisational changes. Thus, this 
mechanism may decrease readiness for change. 
 
7.2.5.2 “I am a survivor” Mechanism 
On the other hand, the “I am a survivor” mechanism may be enacted when some public 
servants feel that they are survivors of change because they will not let the change get 
the better of them even though they have lost their jobs in the past or even though they 
feel alienated by the change. The “I am a survivor” mechanism may increase readiness 
for change because it increases self-efficacy. Hence, their self-precepts of efficacy may 
influence their patterns of thinking, actions and stimulation of emotions (Bandura, 1982) 
positively making them ready for any adversity and steering them towards the change. 
 
7.2.5.3 “Better me than them” Mechanism 
The “Better me than them” mechanism may be enacted by public servants when they do 
a social comparison (Festinger, 1954) between themselves and others. Thus, the public 
servant compares himself with others about how his job or position is changing or how 
he is faring in the change process. If he finds that others are in worse posture than him, 
he rationalises that he is happy about the change and supports the change. It may 
increase readiness for change for self even though one or many others may be in worse 
posture than self. 
 
7.2.6 Loss of Faith 
The “Quitting the job” mechanism may be triggered by public servants when they lose 
faith in the leader and the change. 
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7.2.6.1 “Quitting the job” Mechanism 
The last mechanism in this theme, the “Quitting the job” mechanism, may be enacted by 
public servants who may no longer sees how they can work with the change and they, 
thus prefer to opt out for another change – a change in job somewhere that he believes 
he would be better. This mechanism is neutral for readiness for change on the overall 
because mixed reactions may arise from the departures. On the one hand, some 
employees may think that they need to leave particularly if they are close to the public 
servant who is leaving and if the departure is breaking their teams. On the other hand, 
others may see the departure as positive since they get the message that they have an 
option if they can no longer live with the change. Yet, others may rationalise that the 
departure has nothing to do with the change and that the change is going well for all 
public servants. The last behaviour being another situation of cognitive dissonance 
(Festinger, 1954). 
 
7.3 Leading Changes in the Public Service 
This section provides the details of the mechanisms which may be enacted by public 
servants due to the leadership of change in the public service. In addition, the section 
highlights whether the mechanisms increase or reduce readiness for change in the public 
service. 
 
7.3.1 Leadership Definition and Legitimacy 
Four mechanisms may be enacted by public servants based upon their definition of 
leadership and their speculation about legitimacy of the leader. These are “Wrong 
appointment of leaders”, “It’s all about them”, “Showing leadership” and “Speaking like 
a leader” mechanisms. 
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7.3.1.1 “Wrong appointment of leaders” Mechanism 
The “Wrong appointment of leaders” mechanism may be enacted by public servants when 
they believe that the “leader” being appointed is not the right person because the 
appointee does not display the leadership characteristics required to lead and implement 
changes according to them. Public servants do not want to support such leaders. As 
argued by Khurana (2002), the appointment process of charismatic leaders who claim 
that they can do transformational programmes may promote destruction of the core 
competencies of organisations. Thus, this mechanism decreases readiness for change. 
  
7.3.1.2 “It’s all about them” Mechanism 
The “It’s all about them” mechanism be enacted by public servants when they think that 
their leaders are ego-centric and narcissistic individuals who have a great need for power 
and admiration rather than having concerns for their followers, stakeholders and the 
public service in general. This mechanism decreases readiness for change because public 
servants do not think that the leader care for them and they would likely not support the 
change. 
 
7.3.1.3 “Showing leadership” Mechanism 
The “Showing leadership” mechanism may be enacted by public servants when they 
perceive that their leader acts upon his true beliefs, challenges the status quo, is a change 
implementer and shows courage of his decisions. To public servants, leaders have to 
motivate the team and create a sense of purpose, a sense of focus, a sense of 
accomplishment and a sense of belonging for the team. Thus, the leaders need to do the 
three functions of self-development, team development and citizens’ service delivery. This 
mechanism enhances readiness for change. 
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7.3.1.4 “Speaking like a public service leader” Mechanism 
The mechanism “Speaking like a public service leader” may be enacted by public servants 
when they think that the public service leader is using rhetorical communication to please 
stakeholders with conflicting interests during organisational change. Rhetorical 
communication is confusing and public servants are not able to know the real situation 
with the change. In addition, managers and directors are not able to properly plan 
accordingly for their teams and their clients based upon rhetorical communication. Thus, 
this mechanism decreases readiness for change. 
 
7.3.2 Leadership Fellowship 
Together with the mechanisms under leadership definition and legitimacy, the 
“Fellowship” mechanism may be enacted by public servants to determine whether they 
have to follow the leader. 
 
7.3.2.1 “Fellowship” Mechanism 
The “Fellowship” mechanism may be enacted by public servants when they think of 
attaching themselves to a leader whom they respect and whom they believe work 
collaboratively with others. This mechanism may increase readiness for change 
depending on the type of leader leading the change. Public servants want to follow a 
“good” leader. However, if the leader is not seen to be the right one, this mechanism 
may actually decrease readiness for change because they would not want to spend more 
emotional resources and efforts than needed by their job on the change to make it a 
success. 
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7.3.3 Trust in the Leader 
The “Us and them” mechanism may be enacted by public servants when they need to 
trust the leader. 
 
7.3.3.1  “Us and them” Mechanism 
In particular, the mechanism of “Us and them” may be enacted by public servants when 
they perceive that the leader is selecting individuals within and outside the organisation 
to form a close in-group for leading and implementing the change and that in-group does 
not blend well with the rest of the organisation. The rest of the organisation, hence, feels 
that they are outsiders and that the change is being done to them and not with them. 
They do not have a voice in the change and they cannot redirect the change. Directors 
and managers particularly expressed their disapproval of this type of mechanism and they 
stated this does not lead to successful change. This mechanism decreases readiness for 
change because employees do not trust the leader and the select group. 
 
7.4 Supporting Changes in the Public Service 
This section provides the details of the mechanisms that can be triggered by public 
servants due to the support received during changes in the public service. Furthermore, 
the section highlights whether the mechanisms increase or reduce readiness for change 
in the public service. 
 
7.4.1 Participation and Inclusion in Organisational Changes 
Two mechanisms may be triggered by public servants due to participation and inclusion 
in organisational changes. These mechanisms are “making the change” and “doomed to 
fail without me”. 
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7.4.1.1 “Making the change” Mechanism 
The “Making the change” mechanism may be enacted by public servants when they 
volunteer to participate in the change to define it and to implement it with the leader. 
Participation involves the leader sharing power with public servants and this can increase 
the sense of control and ownership of the organisational change for public servants (Han 
et al., 2010). As demonstrated by Sagie & Koslowsky (1996), the work attitudes of 
employees are improved if they participate in tactical decision making. Moreover, through 
inclusion, public servants are integrated with the critical processes for influencing the 
definition and implementation of the change and they have access to the required 
information and resources (Cherrin & Mor Barak, 1998). This mechanism increases 
readiness for change since the involvement of public servants improves their attitudes 
towards the change (Sagie & Kowlowsky, 1996). 
 
7.4.1.2 “Doomed to fail without me” Mechanism 
The “Doomed to fail without me” mechanism may be triggered by public servants when 
they determine that the change leader is not able to successfully implement the change 
and that they have valid suggestions to provide to the change leader for the change to 
be successful.  
 
On the one hand, this mechanism has elements related to the need for public servants 
to make a difference by their contributions. Public servants feel helpless during 
organisational change and their level of commitment decrease as a result. However, they 
also reveal that they want to participate to make the change a success after some time.  
 
On the other hand, it has elements of ego whereby public servants believe that they are 
important in the success of the change. Either way, this mechanism is an enabling one 
because the individuals want the change to be successful despite that they think that the 
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change is not going in the right direction. Participation in organisational change reduces 
resistance to change (Lines, 2004). Thus, this mechanism suggests that it increases 
readiness for change. 
 
7.4.2 Communication and sensemaking 
The mechanisms “Following the crumbs”, “Criss-crossed communication” and “Living the 
Change” may be enacted by public servants upon receiving communication and during 
sensemaking. 
 
7.4.2.1 “Following the crumbs” Mechanism 
The “Following the crumbs” mechanism may be triggered by public servants when they 
are able to put together the communication, processes and structure to make sense of 
what is happening and what will be happening as they go through the organisational 
change.  
 
Going through an organisational change requires motivation and effort from public 
servants for them to handle new demands in team structure, team membership, norms 
and ways of functioning in the new environment. This is somewhat akin to the process 
of joining a new organisation. Thus, public servants have to go through a socialisation 
process where they are all newcomers in the new environment at once. However, instead 
of transitioning from organisation outsiders to organisation insiders (Bauer et al., 2007), 
public servants would transition from a dying organisation to a newly born organisation 
which implies that they have to grieve and let go of the dying organisation. Hence, similar 
as newcomers to reduce uncertainty, public servants need referent information to know 
what is required as part of the job, appraisal information to know what is the performance 
level needed to be considered successful in the job and relational information to 
understand the relationship with others and their own self-image and identities (Miller & 
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Jablin, 1991). Still, all the required information may not be available when the change is 
initiated because it takes time to create detailed procedures, instructions, roles and job 
goals, updated organisational symbols, performance standards, etc. Thus, the 
organisation has to “lay the crumbs” for public servants to follow for sensemaking as the 
change is elaborated in greater details. This mechanism increases readiness for change. 
 
7.4.2.2 “Criss-crossed communication” Mechanism 
The “Criss-crossed communication” mechanism may be enacted by public servants when 
they perceive that the communication is consistent throughout the hierarchical layers and 
across teams and units so that the same messages are propagated throughout the 
organisation. As mentioned, public servants want congruent messages to come from the 
leaders as well as from their bosses but they want more elaboration from their bosses to 
reflect their day-to-day jobs and functions. This mechanism increases readiness for 
change because everyone in the organisation has the same view of what is happening 
and what will happen. They are better able to support the change as a result. 
 
7.4.3 Sensible Organisational Changes 
The mechanisms of “Living the change”, “Change recycling” and “Proud contribution” 
may be triggered by public servants as part of their evaluation of reasonableness of 
organisational change. 
 
7.4.3.1 “Living the change” Mechanism 
The “Living the change” mechanism may be triggered by public servants when they are 
able to see themselves in the change. This means that the leader has been able to see 
the change from the perspective of the change recipients to make them see how they fit 
in the environment. Thus, this implies that the leaders have to adapt the change to the 
realities of the work of public servants. However, since the perspectives of change 
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recipients can be various, it implies a close collaboration between the leader and the 
recipients for the change to be seen as reflecting the realities of each. In addition, it 
involves working with the bosses of change recipients to help defining the realities of 
their employees. This mechanism, thus, enhances readiness for change. 
 
7.4.3.2 “Change recycling” Mechanism 
The “Change recycling” mechanism may be enacted by public servants when they 
perceive that the change is a repetition of a past change that was started but abandoned 
mid-way. This mechanism decreases readiness for change because public servants 
believe that it is a “déjà vu” and that they have to support a past failed change which 
once again will not be institutionalised. 
 
According to Hornstein (2010), the Canadian public service has to implement radical 
changes as administrative reforms with every elected government and these changes go 
from one extreme to another based upon the ideology of the party in power. Thus, there 
may not be much that can be done to control this mechanism since it depends on the 
party in power. 
 
7.4.3.3 “Proud contribution” Mechanism 
The “Proud contribution” mechanism may be triggered by public servants when they 
acquire a sense of pride in serving the country as part of their job or role in public service. 
Jin & Guy (2009) demonstrated that public servants who are invested in their work have 
an increased sense of job satisfaction and pride in their work while Ellickson & Logston 
(2002) demonstrated that pride in the organisation was the first contributing factor for 
job satisfaction of municipal workers while Liobert & Fito (2013) showed that job 
satisfaction increases organisation commitment and intention to stay. Since both 
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organisational commitment and intention to stay are impacted by organisational change, 
pride may increase readiness to change. 
 
7.4.4 Organisational Support and Network 
The “Being supported” mechanism may be triggered by public servants when support is 
needed from the organisational and peers. 
 
7.4.4.1 “Being supported” Mechanism 
The “Being supported” mechanism may be enacted by public servants when support is 
needed during organisational change. In addition, it may be triggered by both younger 
public servants, who need more support from their peers and their informal network, and 
by public servants in general who need more support from the organisation and from 
their supervisors during times of change. This mechanism, thus, encompasses perceived 
organisational support (POS) for support received from the organisation (Eisenberger et 
al., 1986), perceived supervisory support (PSS) for support from the supervisors (Shanock 
& Eisenberger, 2006) and perceived peer support (PPS) for support received from peers. 
Several researchers suggest that POS is linked to POS (Shanock & Eisenberger, 2006) 
and that employees would in turn support the organisation if they feel supported by the 
organisation (Eisenberger et al., 2001). Hence, this mechanism increases readiness for 
change. 
 
7.4.5 Time to Change 
The “Netting the ties” mechanism may be triggered by public servants when they need 
time to change. 
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7.4.5.1 “Netting the ties” Mechanism 
The “Netting the ties” mechanism may be enacted by public servants when they feel that 
they have to rebuild the required relationships to be effective during and after 
organisational change. While this mechanism is a lot about relationship building outside 
of the hierarchical organisation structure, it also involves getting clarity and accepting 
who does what (roles), what is needed to be done in a step fashion (process), how it 
should be done (procedures), to what extent it should be done by each party 
(responsibility), what is needed in case of issues (escalation) and how it will be completed 
to satisfaction (performance and quality criteria) during and after the organisational 
change. Thus, this mechanism may decrease readiness for change because it involves 
spending efforts to get people to agree on the level and extent of roles, responsibilities, 
processes, procedures and performance during and after the change. In addition, each 
individual may have a different mental model about what each of these elements should 
be and conflicts may arise if the mental models are not aligned. 
 
Table 8 below provides a summary of the mechanisms for the three themes of 
experiencing changes, leading changes and supporting changes in the public service. 
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Mechanism Potential Effect on 
Readiness for Change 
Comments 
1. I will lose my job Decrease  
2. My job will be great Increase May decrease eventually with 
reality check. 
3. I will not like my role Decrease  
4. My role will be great Increase May decrease eventually with 
reality check. 
5. Motivational conflict Decrease  
6. The doomed to fail without me Increase May decrease eventually with 
reality check. 
7. I don’t get it Decrease  
8. There is no justice Decrease  
9. I am a victim Decrease  
10. Better me than them Increase  
11. I am a survivor Increase  
12. The magical thinking Increase May decrease eventually with 
reality check. 
13. There must be something to help Increase  
14. No longer able to cope Decrease  
15. Hating the job Decrease  
16. Quitting the job Increase/Decrease May tend to be neutral on the 
overall if all public servants are 
considered. 
17. Appointment of change leaders Decrease  
18. It’s all about them Decrease  
19. Us and them Decrease  
20. Showing leadership Increase Increased with leadership as 
defined by public servants. 
21. Speaking like a public service leader Decrease  
22. Fellowship Increase  
23. Following the crumbs Increase  
24. Criss-crossed communication Increase  
25. Living the change Increase  
26. Making the change Increase  
27. Change recycling Decrease  
28. Proud contribution Increase  
29. Being supported Increase  
30. Netting the ties Increase  
Table 8: List of Mechanisms 
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7.5 New Conceptualised Framework 
Since the mechanisms provided in this chapter suggest the causes, motives and choices 
(Blom & Moren, 2011) that impact readiness for change for public servants, the 
researcher has provided a new conceptualised framework using the employee lens taking 
in account the critical mechanisms (see Figure 13). The new conceptualised framework 
is different from the initial one which was based upon the predictors and moderators. 
This new framework highlights the resulting readiness for change from the interaction of 
mechanisms, i.e. drivers, motivations and options taken by change recipients, during 
organisational change. The advantage of this new conceptualised framework is that it 
illustrates the cognitive, affective and behavioural aspects of change from the employees’ 
perspective. It allows managers and practitioners to understand the lived experiences of 
change recipients and to inform them of the factors to avoid and the factors to enhance 
to help change recipients better support organisational changes in the public service. This 
will be helpful in view that the public service will continue to implement organisational 
changes in support of governmental priorities, adaptation to global pressures and for 
evolving the public service model with the future of work (World Economic Forum, 2016). 
 
The mechanisms in the blue wheel are those that enhance readiness for change while 
those in the red wheel are those that hinder readiness for change for individuals and 
groups. The result of mechanisms can link individual’s desires and beliefs with action 
opportunities so as to generate actions at the individual level. It can, however, also be at 
group level when several change recipients interact to produce a planned or unplanned 
group effect. Thus, mechanisms tend to play together with the resulting readiness for 
change at individual and group levels.  
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In the background, we have the public service requirements of accountability, 
impartiality, neutrality and non-partisanship which also affect these mechanisms and the 
resulting readiness for change. 
 
  
Figure 13: New Conceptualised Framework: an Employee Lens 
 
 
 
7.6 Chapter Summary 
This chapter has presented an overview of the probable mechanisms for readiness for 
change in the Canadian federal public service under the three themes identified during 
the thematic analysis. This chapter, hence, fulfils the research aim of providing an 
overview of the mechanisms for readiness for change in the federal public service. In 
addition, a new conceptualised framework using the employee lens has been created to 
reflect the probable causes, motives and choices affecting readiness for change in the 
public service. Some recommendations are presented to enhance readiness for change 
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in the public service in Chapter 8 together with the contributions of the study and its 
limitations. 
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8 Conclusion 
8.1 Introduction 
This chapter discusses the conclusions and recommendations of the study. The chapter 
begins by illustrating the achievement of the research objectives. The chapter then 
suggests research implications for practitioners and academics. Finally, the chapter looks 
at the study limitations, recommendations for future research and provides a short 
chapter summary. 
 
8.2 Achievement of Research Aim and Objectives 
This research study set out to explore the experiences of employees who were going 
through organisational changes in the Canadian Federal public service to contribute to 
the organisational change literature by exploring and evaluating the factors to enhance 
readiness for change and by providing recommendations to further enhance readiness 
for change in the Canadian public service. With this aim, the study had three objectives 
and this section provides the details on how these objectives were met. 
 
8.2.1 Objective 1 
The first objective was to conduct a critical review of key literature in relation to 
organisational change, readiness for change and the public sector. The relevant literature 
was identified and examined critically in Chapter 2 through the theoretical framework. 
The research question in the primary research was also based upon the literature review. 
 
An initial conceptualised framework for change was developed to guide the research 
design and methodology. A new and unique conceptualised framework using the 
employee lens was created based upon the research findings and the probable 
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mechanisms of readiness for change in the public service. The resulting framework 
provides a novel approach to view readiness for change in the public service as it reflects 
the probable causes, motives and choices affecting readiness for change in the public 
service from the perspectives of change recipients. This new conceptual framework using 
the employee lens is useful for practitioners to help them understand the lived 
experiences of change recipients and to inform them of the factors to avoid and the 
factors to enhance to help change recipients better support organisational changes in the 
public service. The first study objective can, thus, be considered to have been met. 
 
8.2.2 Objective 2 
The second objective was to explore and evaluate key features of employees’ readiness 
for change in the Canadian federal public service from the employees’ perspective and to 
provide an overview of the mechanisms of readiness for change within the federal public 
service. The exploration and evaluation of key features of employees’ readiness for 
change were conducted as part of the thematic analysis which revealed three themes 
with sub-themes. These themes and sub-themes were discussed with the key features of 
employees’ readiness for change in Chapters 4-6. The process of identifying the 
mechanisms was discussed in Chapter 3 and probable mechanisms of readiness for 
change were identified as part of data analysis and an overview provided in Chapter 7. 
Hence, the thematic analysis discussion and the mechanisms overview provided in these 
chapters can be considered to have met the research aim and this study objective.  
 
8.2.3 Objective 3 
The third and final objective was to provide some recommendations to enhance employee 
support within the Canadian public service during organisational change to senior 
management. Some salient recommendations from the perspective of change recipients 
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will be provided in the following section of this chapter. As a result, this study objective 
can be inferred to have been met. 
 
8.2.4 Research aim 
The study aimed to contribute to the organisational change literature by exploring and 
evaluating the factors to enhance readiness for change and by providing 
recommendations to further enhance readiness for change in the Canadian public service. 
Through the completion of the four objectives, the aim can be concluded to have been 
met since factions to enhance readiness for change were explored and evaluated and 
recommendations provided. In addition, the study contributes to the organisational 
change literature with its contributions to knowledge and practice (see next section). 
 
8.3 Recommendations to Enhance Readiness for Change 
This section builds on the research findings, the probable mechanisms identified for 
readiness for change and the new conceptualised framework using the employee lens to 
provide some recommendations to senior management to enhance readiness for change 
in the Canadian public service. While the study has used a bottom-up approach to 
emancipate employees, the recommendations are being addressed to senior 
management who has the capacity to address them for the benefit of employees. 
Employees in the public service are limited in what they can do to address these findings. 
In addition, even though there are many findings, the researcher has focused on the 
findings and mechanisms which are more salient from the change recipients’ perspectives 
for academic implications. Furthermore, these research recommendations can be 
extended to the United Kingdom’s civil service or to the public sector of other developed 
countries with Westminster parliamentary democracy similar to that of Canada.  
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▪ Recommendation 1. Use change management strategies to enhance 
positive emotions. Change recipients are more supportive of organisational 
changes when they experience positive emotions (Smith, 2005; Hanpachern et al., 
2008), like hope and excitement, during organisational changes. Change recipients 
are also better able to cope with organisational change if positive emotions are 
increased (Tugade & Fredrickson, 2004; Fredrickson et al., 2008). Furthermore, 
Garland et al. (2009) suggest that mindfulness can help with positive reappraisal 
of stressful events such that these events are viewed as beneficial and not 
threatening. Therefore, it is recommended that change management strategies, 
such as mindfulness, be developed to enhance positive emotions during 
organisational changes. 
 
▪ Recommendation 2. Communicate better and honestly during 
organisational Change. Public servants face uncertainty, are confused and 
cannot understand organisational changes because of the way that changes are 
communicated to them. Hence, it is recommended that better communication, in 
terms of content, structure and process (Armenakis et al., 1993), be used 
throughout the change process (Klein, 1998) to allow public servants to make 
sense and to support changes (Lewis, 2011; Jabri et al., 2008). In addition, it is 
recommended that the organisation communicates honestly the reasons how any 
previous change that was stopped will be implemented differently to meet the 
defined critical success factors this time. Furthermore, it is also recommended that 
the communication messages highlight the options offered to change recipients if 
there are job losses. Particular care has to be taken when discussing with change 
recipients who have lost their jobs at least once previously. 
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▪ Recommendation 3. Engage middle management to participate in the 
definition and implementation of the change. Managers and directors 
experience emotional labour (Morris & Feldman, 1996) and emotional dissonance 
(Rafaeli & Sutton, 1987) when their participation is not sought in the definition 
and implementation of the change and when the leader is not available to them. 
Hence, it is recommended that middle management be engaged to participate in 
the definition and implementation of the change so that they understand, influence 
and promote the change (Lines, 2004; Boukenooghe et al., 2009; Brotheridge & 
Lee, 2008). 
 
▪ Recommendation 4. Enlist the participation of employees in the tactical 
decision-making of the change. Employees are more supportive of changes 
when they understand the change and when they participate in the tactical 
decision-making or tactical issues management during implementation of the 
change (Sagie & Kowlowsky, 1996, Lines 2004). Thus, it is recommended that 
participation of employees be sought to implement part of the change at the 
tactical level.  
 
▪ Recommendation 5. Set up a supportive environment for change 
recipients to get support and information about the change. Change 
recipients are stressed when there are numerous changes simultaneously, changes 
are fast-paced in addition to operational delivery, changes seem recycled or when 
the change is terminated prematurely. Hence, it is recommended that a supportive 
environment with change agents and psychologists be available to provide 
psychological support and ad-hoc information about the change (Rhoades & 
Eisenberger, 2002; Nesterkin et al., 2013; Devos et al. 2007; Weiner, 2009) or for 
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them to discuss the change among their peers for sensemaking (Jabri et al., 2008; 
Lizar et al., 2015). 
 
▪ Recommendation 6. Provide appropriate support strategies to get 
change recipients out of the powerlessness cycle. The feelings of change 
recipients can be iterative in a powerlessness cycle and change recipients can 
become stuck in the cycle of reactance, helplessness and work alienation 
(Ashforth, 1989). Therefore, it is recommended that proper support strategies be 
defined to watch out for signs of powerlessness, to empower change recipients 
and to provide them with some sense of control of their work environment (Meyer 
& Hamilton, 2014) through participation and inclusion (Sagie & Kowlowsky, 1996) 
in the change or through other means. 
 
▪ Recommendation 7. Promote sustainable leadership attributes.  
Public servants do not believe that all appointed leaders have the right 
competencies to lead organisational changes. They despair in the capacity of 
leaders to lead the changes to fruition and they want sustainable leadership (Avery 
& Bergstein, 2011; Strachan et al., 2014) from leaders with a humanistic 
perspective for the wider environment and social outcomes. Thus, it is 
recommended that, in addition to the leadership competencies in the public 
service, some attributes such as risk management and innovation as well as strong 
project management be considered in the process of appointment of change 
leaders. Moreover, it is recommended that the development of these attributes be 
added to the mandatory training courses for leaders. 
 
▪ Recommendation 8. Encourage learning as a competency across the 
organisation. Learning promotes openness to change (Crouse et al., 2011). 
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Younger public servants want to continuously learn and they are more open to 
changes as a consequence. Hence, it is recommended that learning be encouraged 
across the organisation to have a better outcome with organisational changes. 
Fugate et al. (2004) show that learning activities promote employability through 
identification and realisation of job and career opportunities. Moreover, Froehlich 
et al. (2014) demonstrate, through their study across different countries and 
cultures, that informal learning promote expertise on the job, adaptation and 
flexibility despite age of employees. 
 
▪ Recommendation 9. Ensure that organisational changes are seen to 
benefit the public service and the country. Perceived social impact (Grant, 
2008) is important for public servants and they need to see the value of the change 
and that their contributions are meaningful to support the change. Bourgault & 
Gusella, (2001) also suggest that employees who are proud of their work 
contribute to a positive Canadian public service perception and recognition. Hence, 
it is recommended that the benefits of organisational changes to the public service 
and to the country be properly highlighted for support by public servants and the 
general public. It is also recommended that the public service take advantage of 
the perceived social impact factor for its human resources management, 
particularly for recruitment and retention in view of the need to renew the public 
service due to retirement of boomers and generation X in the next coming years. 
 
▪ Recommendation 10. Promote peers’ interaction and group events 
during organisational change. Younger public servants need to interact with 
peers for support and sensemaking (Isabella, 1990; Bartunek, 1984; Gioia & 
Chittipeddi, 1991; Dutton & Jackson, 1987) during organisational changes. These 
interactions allow them to socialise the change (Jabri et al., 2008). Thus, it is 
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recommended that group events and group learning sessions be set up to promote 
peers’ interaction for support and sensemaking of the change. 
 
▪ Recommendation 11. Build in time for coping and relationship building 
in the change implementation plan. Public servants need time to participate 
in the change, in group events, in information sharing sessions, for coping and for 
rebuilding their professional relationships with the appropriate stakeholders in 
order to fully support the change. Productive organisational changes require 
adaptation and time (Huy, 2001) and employees need time to reflect and 
reinterpret events to learn and adjust properly (Ashforth, 2012). Therefore, it is 
recommended that the public service sanction and provide time for these activities. 
 
▪ Recommendation 12. Ensure that perceived organisational justice is 
being respected. Public servants conduct social comparison (Festinger, 1954) 
with their peers during organisational changes to maintain precise perceptions of 
themselves and their world for their mental health and well-being (Taylor et al., 
1996; Taylor & Brown, 1994; Taylor & Brown, 1988).  They also need to ensure 
that they are treated fairly and ethically by the organisation (Cropanzano et al., 
2007). Thus, it is recommended that perceived organisational justice is paid 
attention to for public servants to accept that they are treated fairly and 
respectfully compared to others for them to support the change. 
 
▪ Recommendation 13. Manage the multi-generational workforce 
effectively. The outlooks and aspirations of public servants differ based upon 
their birth cohorts (Parry & Urwin, 2011; Gursoy et al., 2013). More than one third 
of public servants are older than 50 years old while one fifth of public servants are 
millennials and this will increase in the coming years with more retirement from 
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boomers and generation X (Treasury Board Secretariat of Canada, 2017d). 
Therefore, it is recommended that the public service manage its multi-generational 
employees with different strategies for knowledge management and succession 
planning (Pollack, 2015) and to maintain harmonious working relationships during 
organisational change. 
 
8.4 Limitations and Recommendation for Future Studies 
8.4.1 Limitations 
As for any study, this study has limitations that can be addressed as part of future studies. 
First, because the study was to capture the voice and emancipate change recipients, the 
perspective of senior management was not sought. Thus, the study suffers from the 
problem of self-report like for almost all organisational studies (Podsakoff & Organ, 1986; 
Podsakoff et al., 2012). Second, the study is cross-sectional instead of longitudinal to 
gather the accounts of change recipients about readiness for change. Participants were, 
however, not encouraged to give accounts of a specific organisational change at a specific 
time. Retrospective accounts of participants on organisational change have been 
previously used by other researchers (Nelson & Jansen, 2009; Glick et al., 1990). Third, 
the study focusses on only on the public service sector because of the need to research 
the phenomenon in this sector. Thus, the study cannot be extended to private sector. 
Fourth, the study was conducted in one country, Canada, and it can be transferred only 
to similar country’s settings. Fifth, the study uses qualitative research methods (interviews 
and focus groups) and does not avail of quantitative research methods. 
 
8.4.2 Recommended Future Studies 
While this study has met the research aim and objectives, the research design and 
findings raise a number of considerations for future research studies. Further studies can 
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explore and examine readiness for change in the public service using a longitudinal 
approach and taking the perspectives of senior management as well as the change 
recipients for validation. Similarly, further studies can be undertaken with respect to 
deeper investigation of the study findings. First, studies can be conducted to examine 
ambivalence of simultaneous emotions in general and during organisational changes. 
Second, further studies can be undertaken to investigate the fluctuation of readiness for 
change during organisational changes. Third, the “hating the job” phenomenon can be 
investigated empirically through further studies. Fourth, the stages of powerlessness can 
be investigated further since the study suggests that the stages are not linear and 
sequential as posited by the literature. Fifth, further studies can be conducted to 
investigate emotional dissonance and emotional labour during organisational changes. 
Both emotional dissonance and emotional labour have been investigated as part of 
customer service but not as part of employees’ management during organisational 
changes. Sixth, further studies need to be undertaken to investigate the perceived peer 
support by the younger generation. Seventh, further studies can be conducted to 
investigate the relationship of curiosity during organisational changes. Eighth, further 
studies need to be undertaken to investigate empirically whether job embeddedness can 
explain the differences between younger and older public servants. Finally, further studies 
can investigate social comparison during organisational changes and how it affects 
readiness for change. 
 
8.5 Chapter Summary 
This chapter has provided some recommendations to enhance readiness for change in 
the Canadian public service. It has also provided a review of how the research aim and 
objectives were met and has concluded that the study aim and objectives were met. 
Furthermore, it has highlighted limitations of the study and has provided 
recommendations for further studies based upon the research design and findings. 
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Appendix B – Readiness for Change Analysis 
Authors Term Used Definition of Term Used Foci 
Armenakis et 
al. (1993) 
Readiness for 
Change 
“Readiness is the cognitive precursor to the behaviors of either resistance to, 
or support for, a change effort…. in terms of the organizational members': 1. 
beliefs, 2. attitudes, and 3. intentions.” 
Beliefs 
Attitudes 
Intentions 
Resistance / support 
Individual 
Eby et al. 
(2000) 
Perception of 
Readiness for 
Change 
“Readiness for change is conceptualized in terms of an individual's perception 
of a specific facet of his or her work environment — the extent to which the 
organization is perceived to be ready to take on large-scale change.” 
Perception 
Readiness 
Individual and 
organisational 
Jansen 
(2000) 
Readiness for 
Change 
“Readiness for change considers an organization's capacity for making change 
and the extent to which individuals perceive the change as needed.” 
Perception 
Capacity for change 
Organisational 
Jones et al. 
(2005) 
Readiness for 
Change 
“The extent to which employees hold positive views about the need for 
organizational change (i.e. change acceptance), as well as the extent to which 
employees believe that such changes are likely to have positive implications for 
themselves and the wider organization.” 
Beliefs 
Positive impact 
Individual and 
organisational 
Holt et al. 
(2007) 
Readiness for 
Change 
“A comprehensive attitude that is influenced simultaneously by the content 
(i.e., what is being changed), the process (i.e., how the change is being 
implemented), the context (i.e., circumstances under which the change is 
occurring), and the individuals (i.e., characteristics of those being asked to 
change) involved. Furthermore, readiness collectively reflects the extent to 
which an individual or individuals are cognitively and emotionally inclined to 
accept, embrace, and adopt a particular plan to purposefully alter the status 
quo.” 
Attitude towards 
change 
Emotion 
Individual and group 
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Authors Term Used Definition of Term Used Foci 
Herscovitch 
& Meyer 
(2002) 
Commitment 
to change 
“Commitment to change as a force (mind-set) that binds an individual to a 
course of action deemed necessary for the successful implementation of a 
change initiative. The mindset that binds an individual to this course of action 
can reflect (a) a desire to provide support for the change based on a belief in 
its inherent benefits (affective commitment to change), (b) a recognition that 
there are costs associated with failure to provide support for the change 
(continuance commitment to change), and (c) a sense of obligation to provide 
support for the change (normative commitment to change).” 
Force towards 
change 
Desire 
Costs to support 
Sense of obligation 
 
Jarros (2010) Commitment 
to Change 
“Commitment to change is an ‘action commitment’, in that unlike other forms 
of work commitment that are directed at relatively static entities such as 
‘teams’ or ‘the organization’, C2C usually reflects an employee’s level of 
attachment to the implementation of new work rules, policies, programs, 
budgets, technology, and so forth, all of which are dynamic processes” 
Commitment 
Level of attachment 
Dynamic change 
Meyer & 
Hamilton 
(2014) 
Commitment 
to Change 
“Commitment is a force (mind-set) that binds an individual to a target and/or a 
course of action of relevance to that target. In the case of commitment to 
change, the change initiative is the target and the course of action refers to 
behaviours required to make that change successful.” 
Force to change 
Behaviour 
Miller et al. 
(1994) 
Openness to 
Change 
“Openness is conceptualized as support for change, positive affect about the 
potential consequences of the change, and it is considered a necessary, initial 
condition for successful planned change.” 
Support for change 
Positive affect 
Table 9: Related Definitions Used for Readiness for Change 
 
 
Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
Appelbaulm, 
Degbe et al. 
(2015) 
▪ Conceptual 
paper 
▪ Anxiety reduction 
▪ Attitude to change 
▪ Normative and affective commitment 
▪ Participation 
▪ Learning 
▪ Rewards 
▪ Decreased 
resistance to 
change 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
▪ Perceived benefits of change 
▪ Involvement in change 
▪ Leadership style 
▪ Mix of transformation and transactional 
leadership 
▪ Flexible to organisation structure 
Armenakis et 
al. (1993)  
▪ Case study of 
Whirlpool to 
validate 
conceptual 
framework 
▪ Enhanced message for change 
▪ Enhanced change agent attributes 
▪ Persuasive communication  
▪ Active participation 
▪ Management of external sources 
▪ Adjusted effort to change based upon readiness 
assessment 
▪ Perception for 
necessity to change 
▪ Perception for 
feasibility of change 
▪ Collective 
understanding and 
influences of 
members 
▪ Increased 
readiness for 
change 
Bouckenooghe 
et al. (2009) 
▪ Quantitative 
study with 
questionnaire 
▪ 42 
organisations
. N=1358 
▪ Enhanced process for change 
o Enhanced quality of change communication, 
o Members participation 
o Positive attitude of top management toward 
organisational change 
o Increased support by supervisors 
▪ Enhanced climate for change  
o trust in leadership 
o cohesion 
o politicking 
▪ Emotional readiness 
for change 
▪ Cognitive readiness 
for change 
▪ Intentional readiness 
for change 
▪ Increased 
readiness for 
change 
Brown & 
Humphreys 
(2003) 
▪ Experimental 
study using 
the merger of 
3 
organisations
. 
▪ Ethnography 
▪ Participants’ understanding 
▪ Narratives and stories 
▪ Sensegiving / 
Sensemaking 
▪ Increased 
readiness for 
change 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
and 75 semi-
structured 
interviews 
Buono & Kerber 
(2010) 
▪ Conceptual 
paper 
▪ Interventions on organisational members 
o Understanding and acceptance of different 
approaches to change 
o Enhanced willingness and ability to change 
▪ Enhanced structure 
o Creating a supportive infrastructure 
o Ensuring appropriate resources 
▪ Enhanced culture 
o Building a facilitative culture 
o Ongoing strategising 
▪ Supporting change and making it part of 
organisational life 
▪ Continuous learning 
and adjustment 
▪ Implementation 
ability 
▪ Increased 
change 
capacity 
Covin & 
Kilmann (1990) 
▪ Quantitative 
study with 
questionnaire 
▪ N = 1005 
(managers 
and 
consultants 
but no 
employees) 
▪ +ve: 
▪ Visible management support and commitment 
▪ Managerial leadership 
▪ Managerial commitment 
▪ Visible support for change program 
▪ Diagnosis and preparation of organisation for 
change 
▪ Employee participation 
▪ Constant communication 
▪ Perception of need for change 
▪ Reward system support 
 
▪ -ve: 
▪ Lack of support from management 
▪ Forced change top-down 
▪ Inconsistent actions from managers 
▪  ▪ Successful 
change 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
▪ Unrealistic expectations 
▪ Lack of meaningful participation 
▪ Poor communication 
▪ Unclear program 
▪ No identified responsible party 
Del Val & 
Fuetes (2003) 
▪ Small 
empirical 
study 
▪ Low response 
to 
questionnaire 
▪ Deep routed values and emotional loyalty 
▪ Capabilities gap 
▪ Departmental politics 
▪ Different interests among management and 
employees 
▪ Communication barriers 
▪ Strong disagreement among groups about 
problems and solutions 
▪ Lack of appropriate response to resignation to 
inevitable problems 
▪  ▪ Resistance to 
change 
Devos et al. 
(2007) 
▪ Experimental 
small 
simulation 
▪ Non-threatening content of change message 
▪ Trust in lower and upper management 
▪ Positive record of past changes 
▪ Opportunities to participate 
▪  ▪ Increased 
readiness for 
change 
Eby et al. 
(2000) 
▪ Quantitative 
survey 
▪ Sample from 
two national 
divisions 
▪ Enhanced individual attitudes and preferences 
o Increased self-efficacy for change 
o Increased perceived organisational support 
o Enhanced preference for working in teams 
▪ Enhanced work group and job attributes 
o Increased trust in peers 
o Increased skill variety 
o Increased perceived participation 
▪ Contextual variables 
o Increased flexibility in policies and procedures 
o Increased logistics and systems support 
o Increased trust in division leadership 
▪  ▪ Increased 
readiness for 
change 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
Fedor et al. 
(2006) 
▪ Quantitative 
study 
▪ Increased change fairness 
▪ Increased change favourableness 
▪ Organisational 
Commitment 
▪ Increased 
commitment to 
change 
Gilley, Godey 
and Gilley 
(2009) 
▪ Conceptual 
paper 
▪ Hide the change 
▪ Gradually implement the change 
▪ Use unalarming language 
▪ Change behaviours 
▪ Create a culture of change 
▪ Reward efforts 
▪ Offer stress management programs 
▪ Develop the skills of leaders and managers to 
drive change 
▪ Alter the immune system 
▪ Appropriate communications in different ways 
▪ Involve employees 
▪ Remove change 
barriers (immune 
system) 
▪ Decreased 
resistance for 
change 
Gravenhorst et 
al. (2003) 
▪ Quantitative 
study with 
questionnaire 
▪ Set of 
organisations 
▪ Enhanced organisation factors 
o Enhanced goals and strategy 
o Enhanced culture 
o Improved  job characteristics 
o Enhanced structure 
o Improved technology  
o Enhanced political relations 
▪ Enhanced change processes  
o Enhanced goals and strategy 
o Decreased  tension within and between groups 
o Better timing of process 
o Increased  information supply 
o Creating support for change 
o Increased technological aspects 
o Enhanced role of change managers 
o Enhanced expected outcome 
▪ Perception of the 
members about the 
state of the 
organisation 
▪ Perception of change 
process 
▪ Increased 
change 
capacity 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
o Increased support for change 
o Enhanced role of line managers  
Hanpachern et 
al. (1998) 
▪ Voluntary 
quantitative 
survey 
(n=131) 
▪ Increased work aspects 
o Enhanced job knowledge and skill 
o Decreased job demands 
o Enhanced social relations within the workplace 
o Improved management-leadership relations 
o Enhanced organisation culture 
▪ Perception of load 
(energy dissipation 
from mentally 
entertained or 
physically 
implemented task) 
▪ Power (source of 
positive energy 
creating joy, 
pleasure, strength or 
richness for person) 
▪ Increased 
readiness for 
change 
Holt et al. 
(2003) 
▪ Quantitative 
survey 
▪ Sampling 
▪ Appropriateness messaging 
▪ Extrinsic valence messaging (extrinsic reward 
through change) 
▪ Supervisor support 
▪ Communication 
▪ Information quality 
assessment  
▪ Increased 
readiness for 
change 
Lizar et al. 
(2015) 
▪ Quantitative 
study 
(n=175) 
▪ Psychological capital (Luthans et al., 2007) 
▪ Self-efficacy – confidence to succeed 
▪ Optimism 
▪ Hope – persevering and redirecting path to 
goal 
▪ Resilience – sustaining and bouncing back and 
even beyond to attain success 
▪ Psychological empowerment (Spritzer et al., 1997) 
▪ Congruence between role and beliefs 
▪ Belief in one’s capability to perform work 
activities 
▪ Choice in initiating and regulating one’s action 
▪ Degree that one’s action can influence 
outcomes at work 
▪  ▪ Increased 
readiness for 
change 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
Madsen et al. 
(2005) 
▪ Survey of 4 
companies 
(n=464) 
▪ 3 for profit 
and  1 non-
profit 
▪ Questionnaire 
return > 50% 
▪ Increased organisational commitment 
o Strong identification to organisation 
o Increased involvement in organisation 
o Increased loyalty to organisation 
▪ Enhanced social relationships within the workplace 
▪  ▪ Increased 
readiness for 
change 
Miller et al. 
(1994) 
▪ Quantitative 
study 
(n=168). 
▪ One site – 
loan 
organisation. 
With 30% 
new 
employees 
(less than 1 
month) 
▪ Decreased NETMA (no-one ever tells me anything) 
▪ Decreased role ambiguity 
▪ Increased organisational identification 
▪ Quality of information ▪ Increased 
openness to 
change 
Nesterkin et al. 
(2013) 
▪ Conceptual 
paper 
▪ Frequent organisation changes ▪ Triggering of past 
moods and emotions 
▪ Reduced 
readiness for 
change 
Oreg & Berson 
(2011) 
▪ Quantitative 
study with 
questionnaire
s 
▪ Public 
schools. 75 
principals and 
586 teachers 
▪ Leaders’ traits, vaues and behaviors – openness to 
change 
▪  ▪ Decreased 
followers’ 
intention to 
resist the 
organisational 
change 
Rafferty et al. ▪ Conceptual ▪ Individual attitudes ▪ Change management ▪ Increased 
  
B-244 
 
 
Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
(2012) paper  
 
 
 
▪ Individual psychological traits 
o Positive self-concept 
o Risk tolerance 
 
▪ Work level vision and emotional aperture 
 
 
▪ Collective belief of required change 
▪ Positive organisational climate 
process 
(communication, 
participation and 
leadership) 
▪ Positive individual 
beliefs and affective 
responses to change 
▪ Positive group beliefs 
and group affective 
responses to change 
 
▪ Positive collective 
emotion  
readiness for 
change 
 
▪ Increased 
affective and 
cognitive 
readiness for 
change 
 
▪ Increased CEO 
readiness for 
change 
Rusly et al. 
(2012) 
▪ Conceptual 
paper 
▪ Enhanced personal elements 
o Increased motivation 
o Increased competence 
o Enhanced personality attributes 
▪ Enhanced organisational elements 
o Increased institutional resources 
o Enhanced culture 
o Enhanced climate 
o Increased financial resources 
o Improved technology utilisation 
▪ Individual – personal 
beliefs and 
behaviours 
▪ Organisation – 
alignment of culture, 
climate and structure 
▪ Collective attitudes 
and beliefs of 
members on 
individual 
▪ Increased 
readiness for 
change 
Schneider et al. 
(1996) 
▪ Conceptual 
paper 
▪ Human potential philosophy 
▪ Employees are creative and want to grow and 
to develop if given the opportunities 
▪ Employees want formal and informal 
interactions with peers and with management 
▪ Employees want win-win situation with 
reciprocal trust, support and co-operation 
▪ Socio-technology philosophy 
▪  ▪ Total 
organisational 
change  
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
▪ Performance is improved only when the social 
aspects are integrated with the technological 
aspects 
▪ TQM philosophy 
▪ Pre-planning 
▪ Training 
▪ Rewarding employees for high quality 
▪ Employees uncovering and discussing issues 
▪ Continuous improvement instead of zero defect 
▪ Strong management 
▪ Escalation of issues through the hierarchy 
▪ Maintenance of operations and technology 
▪ Good articulation of change objectives 
▪ Courage to address tough issues and to make 
tough decisions 
Smith (2005) ▪ Conceptual 
paper 
▪ Creating a sense of urgency for change 
▪ Need for renewal 
▪ Nature of change 
▪ Capabilities of org to change 
▪ Communication of change message and ensuring 
participation and involvement 
▪ Realistic, honest and genuine 
▪ Providing anchoring points and base for 
achievement of change 
▪ People to see their roles and new ways of 
doing things 
▪ Role modeling, training and development and 
team building 
▪  
▪ Destabilisation of 
status quo by 
dissatisfaction of 
present and shared 
vision 
▪ Enthusiasm building 
▪ Genuine commitment 
to change 
▪ Increased 
readiness for 
change 
Stanley et al. 
(2005) 
▪ 2 quantitative 
surveys 
▪ Change specific cynicism 
▪ Lack of trust in management 
▪  ▪ Increased 
intentions to 
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Authors Type of Study Inputs or Predictors Transformational 
Process / 
Mechanism 
Outcomes 
▪ Doubting content of communications resist change 
Wanberg & 
Banas (2000) 
▪ Quantitative 
study 
▪ US 
Department 
 
▪ Self-esteem 
▪ Perceived control 
▪ Optimism 
▪ Change openness ▪ Increased 
change 
acceptance 
▪ Increased job 
satisfaction 
▪ Less turnover 
intentions 
▪ Less work 
irritation 
Weiner (2009) ▪ Conceptual 
paper 
▪ Task demands 
▪ Resource availability (availability and unavailability 
of assets) 
▪ Situational factors – receptive organisational 
context for particular change 
▪ Change valence 
▪  
▪ Consistent leadership messages and actions 
▪ Information sharing 
▪ Good past change experiences 
▪ Good HR processes (attraction, selection, 
socialisation and attrition) 
▪ Change commitment 
▪ Shared belief that 
they can implement 
change (Change 
efficacy) 
▪ Increased 
readiness for 
change 
Table 10: Predictors and Moderators of Readiness for Change 
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Appendix C – Interview and Focus Group Guides 
 
1. Interview Guide – English 
2. Interview Guide – French 
3. Focus Group Guide – English 
4. Focus Group Guide – French 
 
  
C-248 
 
 
 
  
C-249 
 
 
 
  
C-250 
 
 
 
  
C-251 
 
 
 
  
C-252 
 
 
 
  
C-253 
 
 
 
  
C-254 
 
 
 
  
C-255 
 
 
 
  
C-256 
 
 
 
  
C-257 
 
 
 
  
C-258 
 
 
MOTS DE BIENVENUE 
 
  
C-259 
 
 
 
  
C-260 
 
 
 
  
C-261 
 
 
 
  
C-262 
 
 
 
  
D-263 
 
 
Appendix D – Presentation for Consent 
 
 
  
D-264 
 
 
 
  
D-265 
 
 
 
  
D-266 
 
 
 
  
D-267 
 
 
 
  
E-268 
 
 
Appendix E – Information Sheet and Consent Forms 
 
1. Anonymous Participant Information Sheet – English 
2. Anonymous Participant Information Sheet – French 
3. Interview Consent Form – English 
4. Interview Consent Form – French 
5. Focus Group Consent Form – English 
6. Focus Group Consent Form – French 
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Appendix F – Anonymous Participants’ Profiles 
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Interview 1 Dir1 Male 5 (>20) 5 (>20) 5 (>20) 3 (6-10) 4 (31-40) Master University Other     N 
Interview 2 Dir2 
Fem
ale 5 (>20) 5 (>20) 5 (>20) 1 (0-2) 5 (>40) Bachelor University CSPS     N 
Interview 3 Dir3 Male 5 (>20) 
3 (11-
15) 5 (>20) 2 (3-5) 1 (0-10) Master University CSPS 
Profe
ssion
al   N 
Interview 4 Dir4 Male 5 (>20) 
3 (11-
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4 (16-
20) 1 (0-2) 5 (>40) Master University CSPS 
Profe
ssion
al   Y 
Interview 5 Dir5 Male 4 (16-20) 
3 (11-
15) 
3 (11-
15) 1 (0-2) 5 (>40) Bachelor University       N 
Interview 6 Dir6 
Fem
ale 5 (>20) 
4 (16-
20) 
4 (16-
20) 1 (0-2) 2 (11-20) Bachelor University CSPS 
Profe
ssion
al Other N 
Interview 7 Dir7 
Fem
ale 5 (>20) 5 (>20) 5 (>20) 2 (3-5) 2 (11-20) Master University CSPS     N 
Focus 
Group 1 Emp1 
Fem
ale 5 (>20) 5 (>20) 2 (6-10) 2 (3-5) 1 (0-10) Diploma College CSPS 
Profe
ssion
al   N 
Focus 
Group 1 Emp2 
Fem
ale 4 (16-20) 
3 (11-
15) 1 (0-5) 1 (0-2) 1 (0-10) 
Professiona
l Training       Y 
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(Y
/N
) 
Focus 
Group 1 Emp3 Male 5 (>20) 
3 (11-
15) 2 (6-10) 2 (3-5) 1 (0-10) Bachelor CSPS 
Trg 
Org     N 
Focus 
Group 1 Emp4 Male 5 (>20) 5 (>20) 1 (0-5) 3 (6-10) 1 (0-10) Diploma College       N 
Focus 
Group 1 Emp5 
Fem
ale 5 (>20) 
4 (16-
20) 1 (0-5) 2 (3-5) 1 (0-10) Other University CSPS     N 
Focus 
Group 2 Emp6 
Fem
ale 5 (>20) 1 (0-5) 1 (0-5) 2 (3-5) 1 (0-10) Master Other       N 
Focus 
Group 2 Emp7 
Fem
ale 4 (16-20) 2 (6-10) 1 (0-5) 1 (0-2) 1 (0-10) Diploma CSPS       N 
Focus 
Group 2 Emp8 
Fem
ale 5 (>20) 5 (>20) 
3 (11-
15) 3 (6-10) 1 (0-10) Bachelor University       N 
Focus 
Group 2 Emp9 Male 5 (>20) 1 (0-5) 5 (>20) 1 (0-2) 1 (0-10) Diploma Other       N 
Focus 
Group 2 Emp10 
Fem
ale 4 (16-20) 1 (0-5) 1 (0-5) 2 (3-5) 1 (0-10) Bachelor University       Y 
Focus 
Group 2 Emp11 Male 5 (>20) 
3 (11-
15) 1 (0-5) 4 (>10) 1 (0-10) Diploma CSPS 
Trg 
Org     N 
Focus 
Group 3 Emp12 Male 5 (>20) 
3 (11-
15) 1 (0-5) 2 (3-5) 1 (0-10) Diploma College       N 
Focus 
Group 3 Emp13 Male 3 (11-15) 
3 (11-
15) 1 (0-5) 2 (3-5) 1 (0-10) Bachelor         N 
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(Y
/N
) 
Focus 
Group 3 Emp14 Male 5 (>20) 5 (>20) 
4 (16-
20) 4 (>10) 1 (0-10) Diploma College       N 
Focus 
Group 3 Emp15 Male 3 (11-15) 
3 (11-
15) 2 (6-10) 2 (3-5) 1 (0-10) Master University       Y 
Focus 
Group 3 Emp16 Male 5 (>20) 2 (6-10) 1 (0-5) 2 (3-5) 1 (0-10) Bachelor University CSPS     N 
Focus 
Group 4 Mgr11 
Fem
ale 3 (11-15) 2 (6-10) 1 (0-5) 1 (0-2) 1 (0-10) Master University Other     N 
Focus 
Group 4 Emp17 
Fem
ale 4 (16-20) 1 (0-5) 2 (6-10) 1 (0-2) 1 (0-10) Bachelor 
Profession
al       N 
Focus 
Group 4 Emp18 
Fem
ale 1 (0-5) 1 (0-5) 1 (0-5) 1 (0-2) 1 (0-10) Master University       N 
Focus 
Group 5 Mgr1 
Fem
ale 5 (>20) 5 (>20) 
4 (16-
20) 4 (>10) 2 (11-20) Bachelor University CSPS     N 
Focus 
Group 5 Mgr2 
Fem
ale 5 (>20) 5 (>20) 5 (>20) 3 (6-10) 2 (11-20) Other CSPS 
Profes
sional 
Trg 
Org   N 
Focus 
Group 5 Mgr3 
Fem
ale 5 (>20) 5 (>20) 5 (>20) 4 (>10) 2 (11-20) Diploma University 
Colleg
e CSPS   N 
Focus 
Group 5 Mgr4 Male 3 (11-15) 
3 (11-
15) 2 (6-10) 2 (3-5) 1 (0-10) Bachelor University CSPS 
Trg 
Org   N 
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(Y
/N
) 
Focus 
Group 5 Mgr5 Male 5 (>20) 5 (>20) 
3 (11-
15) 2 (3-5) 2 (11-20) Bachelor University CSPS 
Profe
ssion
al   N 
Focus 
Group 5 Mgr6 
Fem
ale 5 (>20) 
3 (11-
15) 2 (6-10) 1 (0-2) 3 (21-30) Master University CSPS 
Trg 
Org   N 
Focus 
Group 6 Mgr7 Male 4 (16-20) 
4 (16-
20) 2 (6-10) 2 (3-5) 2 (11-20) Bachelor University CSPS 
Trg 
Org   N 
Focus 
Group 6 Mgr8 
Fem
ale 5 (>20) 5 (>20) 5 (>20) 1 (0-2) 1 (0-10) Master CSPS       N 
Focus 
Group 6 Mgr9 
Fem
ale 5 (>20) 
4 (16-
20) 
4 (16-
20) 3 (6-10) 4 (31-40) 
Professiona
l University CSPS 
Profe
ssion
al   N 
Focus 
Group 6 Mgr10 Male 5 (>20) 
3 (11-
15) 5 (>20) 1 (0-2) 1 (0-10) Master University CSPS 
Profe
ssion
al   N 
Pilot 
Interview 1 D1 
Fem
ale 5 (>20) 5 (>20) 2 (6-10) 1 (0-2) 1 (0-10) Bachelor University CSPS 
Trg 
Org   N 
Pilot 
Interview 2 D2 Male 5 (>20) 5 (>20) 5 (>20) 2 (3-5) 4 (31-40) Bachelor Other       N 
Pilot 
Interview 3 D3 
Fem
ale 5 (>20) 5 (>20) 
4 (16-
20) 2 (3-5) 1 (0-10) Master University       N 
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(Y
/N
) 
Mock 
Focus 
Group 1 M1 
Fem
ale 5 (>20) 
3 (11-
15) 
4 (16-
20) 1 (0-2) 1 (0-10) Master University 
Colleg
e CSPS Other N 
Mock 
Focus 
Group 1 M2 Male 5 (>20) 
4 (16-
20) 
3 (11-
15) 4 (>10) 2 (11-20) Diploma College       N 
Table 11: Anonymous Participants’ Profiles 
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Appendix G – Codes Distribution Across Participants 
Director Level 
 DIR1 DIR2 DIR3 DIR4 DIR5 DIR6 DIR7 
Thinking 61 88 77 65 132 82 77 
Change Management Family 0 0 0 0 0 0 0 
Challenges 1 0 0 1 1 2 4 
Change Agent 0 0 0 0 0 0 3 
Change Consultant 0 0 0 0 0 0 0 
Change Execution 3 1 2 2 0 1 1 
Change Transition 0 0 0 0 0 0 0 
Decision Making 0 0 0 0 0 0 0 
Enablers 0 0 0 0 0 0 0 
Message 3 0 0 3 0 4 1 
Results 1 0 1 0 3 1 4 
Rumour 0 1 0 1 1 0 0 
Time 2 0 0 1 1 0 2 
Trial and Error 0 0 0 0 0 0 0 
Public Service Family 0 0 0 0 0 0 0 
Bureaucracy 0 1 0 0 0 0 0 
Buzzword 0 0 0 1 0 0 0 
Cognitive Dissonance 0 0 0 0 0 0 0 
Consolidation & Streamlining 2 0 0 0 4 0 1 
Continuous Change 0 0 0 0 1 3 1 
Customer Service 1 9 0 1 4 1 3 
Effectiveness 1 1 2 0 0 2 1 
Efficiency 1 5 2 0 0 2 1 
Fragmentation 2 1 1 0 2 0 1 
Privatisation 0 0 0 0 0 0 0 
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 DIR1 DIR2 DIR3 DIR4 DIR5 DIR6 DIR7 
Employee Life Family 0 0 0 0 0 0 0 
Adaptability 0 0 0 1 0 1 3 
Ambiguity 2 0 3 0 1 0 0 
Change Definition 0 0 0 0 0 2 4 
Change Dissonance 1 0 0 0 0 0 0 
Commitment to Change 1 0 0 0 0 0 1 
Curiosity 0 0 0 0 0 0 0 
Cynicism towards change 0 0 0 1 0 1 0 
Emotional Dissonance 0 0 0 0 0 0 0 
Exit 2 0 2 1 0 0 0 
Helplessness 1 0 0 0 0 2 0 
Ingroup Favoritism 0 0 0 0 0 0 0 
Job Loss 1 2 2 1 1 0 1 
Job Stress 0 0 1 0 0 0 2 
Loyalty 0 0 0 0 0 0 0 
Negative Affect 0 2 2 0 0 3 2 
Neglect 0 0 1 0 0 0 0 
Noise 0 0 0 0 0 0 0 
Organizational Cynicism 0 0 0 0 0 0 0 
Perceptions 0 0 0 0 0 0 0 
Perceptions/Change Fatigue 0 0 0 0 0 0 0 
Perceptions/Perception 2 0 0 0 0 0 1 
Perceptions/Perception of Politics 0 1 0 0 0 0 0 
Positive Affect 0 0 1 1 1 0 1 
Powerlessness 0 0 0 0 0 0 0 
Pride 0 0 1 0 0 1 0 
Resilience 0 0 0 0 0 0 1 
Self 0 0 0 0 0 0 0 
Self/Personal Identity 0 0 0 0 0 0 0 
Self/Personality 0 0 0 0 0 0 0 
Self/Sensemaking 6 6 2 4 5 1 2 
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 DIR1 DIR2 DIR3 DIR4 DIR5 DIR6 DIR7 
Social Identity 1 0 0 0 4 0 0 
Self-Efficacy 0 1 0 0 0 0 0 
Work Alienation 0 0 0 0 0 0 0 
Employee Needs Family 0 0 0 0 0 0 0 
Career 3 0 0 0 0 0 0 
Expectations 6 0 0 0 1 1 0 
Job Autonomy 1 0 0 0 0 0 0 
Job Satisfaction 1 1 0 0 0 0 0 
Needs 6 5 1 6 5 3 4 
Organisational Justice 0 0 0 0 0 0 0 
Perceived Social Impact 0 0 0 0 0 0 0 
Person-Oriented Skills 2 0 0 1 1 1 0 
Respect 0 0 0 0 1 2 0 
Task Significance 0 1 0 0 0 0 0 
Values 1 0 3 0 0 2 1 
Voice 0 0 0 2 0 0 0 
Work-Life Balance 0 3 1 1 0 2 0 
Leadership Family 0 0 0 0 0 0 0 
Authenticity 2 0 0 2 0 0 0 
Change Leadership 3 3 0 0 0 0 2 
Engagement 4 3 1 2 1 5 5 
Hubris 0 0 0 0 0 0 0 
Leader Bullying 0 0 0 0 0 0 0 
Leadership 4 1 0 0 3 7 0 
Leadership Style 0 0 0 0 0 0 0 
Lip service 0 0 0 0 0 0 0 
Political Activity 0 0 0 0 0 0 1 
Political Behaviour 0 0 0 0 0 2 2 
Political Skill 0 0 0 0 0 0 1 
Political Will 0 0 0 0 0 0 2 
Respectful Leadership 0 0 0 0 0 0 0 
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 DIR1 DIR2 DIR3 DIR4 DIR5 DIR6 DIR7 
Trust 3 0 1 0 0 0 0 
Management Family 0 0 0 0 0 0 0 
Groupthink 0 0 0 0 0 0 0 
Job Performance 0 1 0 0 0 0 0 
Performance Management 0 0 0 0 0 0 4 
Planning 0 0 0 0 0 0 0 
Planning\Change driver 1 1 1 0 1 0 4 
Planning\Strategy 0 0 0 1 1 0 2 
Planning\Succession Planning 0 0 1 0 0 0 1 
Reusability 1 0 0 0 0 0 1 
Support 0 0 0 0 0 0 0 
Support\POS 1 1 0 0 0 0 0 
Support\PSS 6 0 0 0 0 0 0 
Structures Family 0 0 0 0 0 0 0 
Diversity 1 0 0 0 0 0 0 
Embeddedness 1 5 0 0 0 0 1 
Emotional Labour 0 0 0 0 0 0 0 
Hierachical 0 0 0 0 0 0 0 
Inclusion 2 0 0 0 0 3 5 
Informal Networks 0 0 0 2 0 1 0 
Information Sharing 8 6 6 4 5 3 1 
Ingroup 0 0 0 1 2 1 0 
Outgroup 0 0 0 1 1 0 1 
Performance-Pay/Reward 0 0 0 0 0 0 0 
Real World 0 0 0 0 0 0 0 
Task-Oriented Skills 0 0 0 0 0 0 0 
Work Role 11 3 1 3 2 0 2 
astonished 0 0 0 0 0 0 0 
crying 0 0 0 0 0 0 0 
disappointed 3 0 1 0 0 0 0 
embarrassed 0 0 0 0 0 0 0 
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 DIR1 DIR2 DIR3 DIR4 DIR5 DIR6 DIR7 
grinning 1 3 0 0 0 0 0 
laugh out loud 1 1 0 1 0 0 4 
laughing 0 17 8 12 1 2 0 
pouting 0 0 0 0 0 0 0 
Total 168 174 125 123 186 144 162 
                
 
Manager Level 
  MGR1 MGR2 MGR3 MGR4 MGR5 MGR6 MGR7 MGR8 MGR9 MGR10 
Thinking 17 12 10 4 0 3 18 20 16 16 
Change Management Family 0 0 0 0 0 0 0 0 0 0 
Challenges 0 0 0 0 0 0 0 0 0 0 
Change Agent 1 0 4 0 0 2 3 3 4 1 
Change Consultant 0 0 0 0 0 0 1 1 1 1 
Change Execution 10 23 5 10 2 14 24 11 17 11 
Change Transition 0 1 0 0 0 1 0 1 0 1 
Decision Making 0 0 0 0 0 0 1 5 6 1 
Enablers 0 0 0 0 0 0 0 0 0 0 
Message 7 5 3 2 3 2 0 3 0 0 
Results 2 5 6 2 0 0 6 7 4 1 
Rumour 0 2 1 0 1 0 0 2 1 0 
Time 0 0 0 0 0 0 0 0 1 2 
Trial and Error 0 0 0 0 0 0 1 1 1 0 
Public Service Family 0 0 0 0 0 0 0 0 0 0 
Bureaucracy 0 0 0 0 0 0 3 0 0 2 
Buzzword 0 0 0 0 0 0 2 2 0 0 
Cognitive Dissonance 0 0 0 0 0 0 0 0 0 1 
Consolidation & Streamlining 1 0 0 2 1 0 2 1 0 0 
Continuous Change 1 1 3 1 2 0 3 2 3 1 
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  MGR1 MGR2 MGR3 MGR4 MGR5 MGR6 MGR7 MGR8 MGR9 MGR10 
Customer Service 10 9 7 2 0 5 2 1 1 2 
Effectiveness 0 0 0 0 0 0 0 1 1 2 
Efficiency 0 5 3 2 0 0 3 2 2 2 
Fragmentation 4 9 2 3 0 3 1 0 0 0 
Privatisation 6 9 4 9 0 0 3 0 0 3 
Employee Life Family 0 0 0 0 0 0 0 0 0 0 
Adaptability 2 1 1 0 0 0 0 0 0 0 
Ambiguity 1 3 1 0 0 0 1 1 0 0 
Change Definition 11 6 6 4 2 3 0 0 1 0 
Change Dissonance 0 0 0 0 0 0 1 1 0 0 
Commitment to Change 1 0 2 0 0 3 1 0 0 0 
Curiosity 1 0 0 0 0 0 2 0 0 0 
Cynicism towards change 0 0 0 0 0 0 4 1 1 1 
Emotional Dissonance 0 2 0 0 0 0 1 0 1 0 
Exit 2 3 1 0 0 0 0 1 0 0 
Helplessness 0 0 0 0 0 0 2 0 1 0 
Ingroup Favoritism 0 0 0 0 0 0 3 1 0 2 
Job Loss 1 3 5 3 0 0 1 2 1 0 
Job Stress 1 6 0 2 0 0 1 2 1 0 
Loyalty 0 0 0 0 0 0 0 1 0 1 
Negative Affect 6 7 8 1 2 4 3 1 3 0 
Neglect 0 0 0 0 0 0 0 0 0 0 
Noise 0 0 0 0 0 0 2 1 0 0 
Organizational Cynicism 0 0 0 0 0 0 0 0 0 0 
Perceptions 0 0 0 0 0 0 0 0 0 0 
Perceptions/Change Fatigue 5 4 1 1 0 3 3 1 2 1 
Perceptions/Perception 0 0 0 1 0 0 0 0 0 0 
Perceptions/Perception of 
Politics 
0 0 0 0 0 0 0 0 0 0 
Positive Affect 2 3 0 3 0 0 1 0 0 0 
Powerlessness 1 3 0 0 0 3 5 1 6 1 
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  MGR1 MGR2 MGR3 MGR4 MGR5 MGR6 MGR7 MGR8 MGR9 MGR10 
Pride 0 0 1 0 1 0 0 0 0 0 
Resilience 0 0 0 0 0 0 0 0 0 0 
Self 0 0 0 0 0 0 0 0 0 0 
Self/Personal Identity 0 0 0 0 0 0 0 0 0 0 
Self/Personality 1 6 2 2 1 4 0 1 0 0 
Self/Sensemaking 3 11 3 4 0 4 1 0 0 0 
Social Identity 0 0 1 0 0 0 0 0 0 0 
Self-Efficacy 0 0 0 0 0 0 0 0 1 0 
Work Alienation 3 0 2 0 2 1 0 0 0 0 
Employee Needs Family 0 0 0 0 0 0 0 0 0 0 
Career 4 2 3 2 3 0 0 0 0 0 
Expectations 8 12 1 7 0 4 2 2 0 4 
Job Autonomy 0 0 0 0 0 0 0 0 0 0 
Job Satisfaction 0 0 0 0 0 0 1 0 0 0 
Needs 7 8 5 1 5 2 6 4 0 2 
Organisational Justice 6 5 2 2 0 1 0 0 0 0 
Perceived Social Impact 0 5 0 0 0 3 0 0 2 0 
Person-Oriented Skills 0 1 0 1 0 0 0 0 0 0 
Respect 0 0 0 0 0 0 0 0 0 0 
Task Significance 5 6 2 5 0 2 0 2 4 0 
Values 1 3 0 2 1 0 0 0 0 0 
Voice 4 3 1 1 1 1 2 1 1 0 
Work-Life Balance 0 0 0 0 0 0 0 0 0 0 
Leadership Family 0 0 0 0 0 0 0 0 0 0 
Authenticity 2 1 1 1 0 3 1 0 0 0 
Change Leadership 4 4 3 0 0 0 10 7 6 8 
Engagement 0 0 0 0 0 0 4 4 0 0 
Hubris 0 0 0 0 0 0 0 1 0 2 
Leader Bullying 0 0 0 0 0 0 1 0 1 0 
Leadership 15 16 7 7 4 2 13 12 9 20 
Leadership Style 0 0 0 0 0 0 0 1 2 2 
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  MGR1 MGR2 MGR3 MGR4 MGR5 MGR6 MGR7 MGR8 MGR9 MGR10 
Lip service 0 0 0 0 0 0 0 0 0 1 
Political Activity 0 0 0 0 0 0 3 1 1 0 
Political Behaviour 0 1 0 0 0 0 0 0 1 0 
Political Skill 0 0 0 0 0 0 0 0 0 1 
Political Will 0 0 0 0 0 0 0 0 0 0 
Respectful Leadership 0 0 0 0 0 0 0 1 1 1 
Trust 2 2 2 1 0 1 5 0 0 0 
Management Family 0 0 0 0 0 0 0 0 0 0 
Groupthink 0 0 0 0 0 0 3 2 0 3 
Job Performance 0 6 2 3 0 1 3 0 3 0 
Performance Management 0 4 3 0 0 1 2 1 1 0 
Planning 0 0 0 0 0 0 0 0 0 0 
Planning\Change driver 0 1 0 1 0 0 0 2 0 0 
Planning\Strategy 10 12 1 7 2 1 3 2 0 1 
Planning\Succession Planning 0 0 0 0 0 0 1 1 0 0 
Reusability 0 0 1 0 2 0 7 4 1 1 
Support 0 0 0 0 0 0 0 0 0 0 
Support\POS 0 0 1 0 0 0 1 0 1 0 
Support\PSS 12 19 6 8 0 3 0 1 0 0 
Structures Family 0 0 0 0 0 0 0 0 0 0 
Diversity 0 0 0 0 0 0 0 0 0 0 
Embeddedness 2 1 1 2 0 1 0 1 0 0 
Emotional Labour 1 3 0 1 0 0 1 0 0 0 
Hierachical 0 0 1 0 0 0 1 0 0 2 
Inclusion 0 0 0 0 0 0 9 5 3 3 
Informal Networks 1 4 3 0 2 0 0 0 0 0 
Information Sharing 11 14 6 7 5 4 9 4 7 4 
Ingroup 0 0 0 0 0 0 2 1 1 0 
Outgroup 0 1 1 1 0 1 0 0 1 0 
Performance-Pay/Reward 0 0 0 0 0 0 4 4 3 0 
Real World 0 0 0 0 0 0 1 0 0 2 
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  MGR1 MGR2 MGR3 MGR4 MGR5 MGR6 MGR7 MGR8 MGR9 MGR10 
Task-Oriented Skills 0 0 1 0 0 0 1 1 1 1 
Work Role 21 20 7 14 0 3 2 0 2 2 
astonished 0 0 0 0 0 0 0 1 0 0 
crying 0 0 0 0 0 0 1 0 0 1 
disappointed 0 0 0 0 0 0 1 0 0 1 
embarrassed 0 0 0 0 0 0 2 0 0 0 
grinning 0 0 0 0 0 0 0 0 1 1 
laugh out loud 0 0 0 0 0 0 4 3 2 1 
laughing 0 0 0 0 0 0 2 4 0 1 
pouting 0 0 0 0 0 0 0 0 1 0 
Total 216 293 143 132 42 89 213 151 132 118 
            
 
Employee Level 
  EMP1 EMP2 EMP3 EMP4 EMP5 EMP6 EMP7 EMP8 EMP9 EMP10 
Thinking 18 3 9 30 13 40 9 3 3 1 
Change Management 
Family 
0 0 0 0 0 0 0 0 0 0 
Challenges 1 3 7 2 1 2 2 2 3 0 
Change Agent 0 0 0 0 0 0 0 0 0 0 
Change Consultant 0 0 0 0 0 0 0 0 0 0 
Change Execution 1 2 6 5 0 0 6 3 12 5 
Change Transition 0 0 0 0 0 0 1 0 2 0 
Decision Making 0 0 0 0 0 0 0 0 0 0 
Enablers 0 0 0 0 0 0 0 0 0 0 
Message 0 0 2 0 1 5 7 2 5 1 
Results 0 0 1 0 0 1 0 0 1 0 
Rumour 0 1 0 0 0 0 0 2 1 0 
Time 0 0 0 0 0 0 0 0 0 0 
Trial and Error 0 0 1 0 0 0 0 0 0 0 
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  EMP1 EMP2 EMP3 EMP4 EMP5 EMP6 EMP7 EMP8 EMP9 EMP10 
Public Service Family 0 0 0 0 0 0 0 0 0 0 
Bureaucracy 0 0 0 0 0 0 0 0 0 0 
Buzzword 0 0 0 0 0 0 0 0 0 0 
Cognitive Dissonance 0 0 0 0 0 0 0 0 0 0 
Consolidation & 
Streamlining 
0 0 0 0 0 0 0 0 0 2 
Continuous Change 1 7 12 4 0 0 6 4 4 0 
Customer Service 2 1 4 2 2 0 1 0 0 1 
Effectiveness 4 0 4 0 0 0 0 3 0 0 
Efficiency 1 0 2 2 0 0 4 7 2 3 
Fragmentation 0 0 0 0 0 0 0 1 1 0 
Privatisation 0 0 2 0 0 0 0 2 2 1 
Employee Life Family 0 0 0 0 0 0 0 0 0 0 
Adaptability 0 2 2 0 0 0 0 0 3 3 
Ambiguity 2 2 7 0 1 1 1 2 1 0 
Change Definition 0 0 1 1 0 1 1 0 0 1 
Change Dissonance 0 0 2 1 0 0 0 2 2 0 
Commitment to Change 0 0 0 0 0 0 0 0 0 0 
Curiosity 0 0 0 0 0 0 0 0 0 0 
Cynicism towards change 0 0 0 1 0 0 0 0 0 0 
Emotional Dissonance 0 0 0 0 0 0 0 0 0 0 
Exit 0 0 2 0 0 0 0 0 0 0 
Helplessness 2 3 9 1 2 0 0 0 0 0 
Ingroup Favoritism 0 0 0 0 0 0 0 0 0 0 
Job Loss 0 0 1 2 0 5 2 0 2 0 
Job Stress 0 2 0 0 4 2 0 0 0 1 
Loyalty 0 0 0 0 0 0 0 0 0 0 
Negative Affect 4 5 8 3 1 0 0 0 0 0 
Neglect 0 0 2 0 0 0 0 0 0 0 
Noise 0 0 0 0 0 0 0 0 0 0 
Organizational Cynicism 0 0 0 1 0 2 0 0 0 0 
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  EMP1 EMP2 EMP3 EMP4 EMP5 EMP6 EMP7 EMP8 EMP9 EMP10 
Perceptions 0 0 0 0 0 0 0 0 0 0 
Perceptions/Change 
Fatigue 
0 0 0 0 0 0 0 1 0 0 
Perceptions/Perception 0 0 0 0 0 0 0 0 0 0 
Perceptions/Perception of 
Politics 
0 1 5 3 0 1 0 0 1 0 
Positive Affect 1 0 2 0 0 0 0 0 0 0 
Powerlessness 3 6 5 2 0 0 0 0 0 0 
Pride 0 0 1 1 0 0 1 0 0 0 
Resilience 0 0 0 0 0 0 0 0 0 0 
Self 0 0 0 0 0 0 0 0 0 0 
Self/Personal Identity 0 0 3 1 0 0 0 0 0 0 
Self/Personality 0 1 3 2 0 0 0 1 0 1 
Self/Sensemaking 6 2 5 3 2 3 10 10 6 2 
Social Identity 1 7 7 4 4 1 0 0 0 1 
Self-Efficacy 0 0 0 0 0 0 0 0 0 0 
Work Alienation 1 2 2 1 0 0 0 0 0 0 
Employee Needs Family 0 0 0 0 0 0 0 0 0 0 
Career 0 0 0 0 0 0 0 0 0 0 
Expectations 1 0 3 1 3 0 0 1 5 0 
Job Autonomy 0 0 1 0 0 0 0 0 0 0 
Job Satisfaction 0 0 1 0 0 0 0 0 0 0 
Needs 4 1 1 4 0 2 2 2 1 0 
Organisational Justice 1 4 6 1 2 3 0 0 1 0 
Perceived Social Impact 0 0 0 0 0 0 0 0 0 0 
Person-Oriented Skills 0 0 0 0 0 0 0 1 0 0 
Respect 1 0 0 0 0 1 0 1 0 0 
Task Significance 0 0 0 1 0 0 0 0 0 0 
Values 0 0 0 0 0 0 0 0 0 0 
Voice 7 8 5 2 9 0 0 0 0 0 
Work-Life Balance 2 2 0 0 3 0 0 0 0 0 
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  EMP1 EMP2 EMP3 EMP4 EMP5 EMP6 EMP7 EMP8 EMP9 EMP10 
Leadership Family 0 0 0 0 0 0 0 0 0 0 
Authenticity 0 0 2 2 0 0 0 0 0 0 
Change Leadership 2 0 4 1 0 0 0 0 1 0 
Engagement 0 0 1 0 0 0 0 0 0 0 
Hubris 0 0 0 0 0 0 0 0 0 0 
Leader Bullying 0 0 0 0 0 0 0 0 0 0 
Leadership 2 3 10 3 4 0 0 0 0 0 
Leadership Style 0 0 0 0 0 0 0 0 0 0 
Lip service 0 0 0 0 0 0 0 0 2 0 
Political Activity 0 0 0 0 0 0 3 0 2 0 
Political Behaviour 1 2 1 1 0 0 0 0 1 0 
Political Skill 0 0 0 0 0 0 0 0 0 0 
Political Will 0 0 0 0 0 0 0 0 0 0 
Respectful Leadership 1 2 0 0 0 0 0 0 0 0 
Trust 0 0 1 1 1 0 0 0 0 0 
Management Family 0 0 0 0 0 0 0 0 0 0 
Groupthink 0 0 0 0 0 0 0 0 0 0 
Job Performance 0 0 0 0 0 0 0 0 0 0 
Performance Management 0 0 1 0 0 0 0 0 0 0 
Planning 0 0 0 0 0 0 0 0 0 0 
Planning\Change driver 0 0 0 0 0 0 0 0 0 0 
Planning\Strategy 2 0 2 1 0 1 0 1 3 1 
Planning\Succession 
Planning 
0 0 0 0 0 0 0 0 0 0 
Reusability 1 2 2 0 0 0 0 0 1 0 
Support 0 0 0 0 0 0 0 0 0 0 
Support\POS 1 0 1 0 1 0 0 0 2 2 
Support\PSS 2 2 2 0 1 0 1 0 2 4 
Structures Family 0 0 0 0 0 0 0 0 0 0 
Diversity 0 0 0 0 0 0 0 0 0 0 
Embeddedness 0 0 0 0 0 0 0 0 1 1 
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  EMP1 EMP2 EMP3 EMP4 EMP5 EMP6 EMP7 EMP8 EMP9 EMP10 
Emotional Labour 0 0 0 0 0 0 0 0 0 0 
Hierachical 0 0 0 0 0 1 0 0 0 0 
Inclusion 3 1 4 2 0 0 0 0 0 0 
Informal Networks 2 2 2 1 1 0 0 0 0 0 
Information Sharing 14 5 28 11 14 1 6 1 3 5 
Ingroup 0 0 0 0 0 0 0 0 0 0 
Outgroup 0 0 0 0 0 0 0 1 0 0 
Performance-Pay/Reward 0 0 0 0 0 0 0 0 0 0 
Real World 0 0 0 0 0 0 0 0 0 0 
Task-Oriented Skills 0 0 0 0 0 0 0 0 0 0 
Work Role 1 11 14 3 7 0 2 6 2 1 
astonished 0 0 0 0 0 0 0 0 0 0 
crying 0 0 0 0 0 0 0 0 0 0 
disappointed 0 0 0 0 0 0 0 0 1 0 
embarrassed 0 0 0 0 0 0 0 0 0 0 
grinning 2 2 4 0 0 1 1 0 0 1 
laugh out loud 0 2 4 1 2 0 0 1 0 0 
laughing 2 4 5 1 0 0 0 0 0 0 
pouting 0 0 0 0 0 0 0 0 0 0 
Total 100 103 222 109 79 74 66 60 79 38 
            
 
Employee Level (Cont.) 
  EMP11 EMP12 EMP13 EMP14 EMP15 EMP16 
MGR1
1 
EMP17 EMP18 
Thinking 2 21 23 6 4 17 21 69 50 
Change Management Family 0 0 0 0 0 0 0 0 0 
Challenges 1 5 4 15 6 14 0 0 0 
Change Agent 0 0 0 0 0 0 0 0 0 
Change Consultant 0 0 0 0 0 0 0 0 0 
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  EMP11 EMP12 EMP13 EMP14 EMP15 EMP16 
MGR1
1 
EMP17 EMP18 
Change Execution 6 0 4 3 0 1 0 2 0 
Change Transition 0 0 0 0 0 0 0 0 0 
Decision Making 0 0 0 0 0 0 1 0 0 
Enablers 0 0 0 0 0 0 0 0 0 
Message 8 0 0 0 0 0 4 5 3 
Results 1 0 0 0 0 0 0 0 0 
Rumour 0 0 0 0 0 0 0 0 0 
Time 0 0 0 0 0 0 1 1 0 
Trial and Error 0 0 0 0 0 0 0 0 0 
Public Service Family 0 0 0 0 0 0 0 0 0 
Bureaucracy 0 0 0 0 0 0 4 3 1 
Buzzword 0 0 0 0 0 0 0 0 1 
Cognitive Dissonance 0 0 0 0 0 0 0 0 0 
Consolidation & Streamlining 1 0 1 1 0 0 0 0 0 
Continuous Change 1 0 1 0 1 0 3 3 0 
Customer Service 0 1 2 1 2 0 2 5 1 
Effectiveness 3 0 0 0 0 0 5 7 3 
Efficiency 10 0 0 0 0 0 3 6 3 
Fragmentation 0 0 0 0 0 0 1 1 1 
Privatisation 0 0 0 0 0 0 0 0 0 
Employee Life Family 0 0 0 0 0 0 0 0 0 
Adaptability 3 0 0 0 0 1 15 18 0 
Ambiguity 0 0 0 0 0 0 0 0 0 
Change Definition 0 0 2 2 0 1 1 1 1 
Change Dissonance 0 0 0 1 0 1 0 1 0 
Commitment to Change 0 0 0 0 0 0 0 0 0 
Curiosity 0 0 0 0 0 0 0 7 3 
Cynicism towards change 0 0 1 0 0 1 0 0 0 
Emotional Dissonance 0 0 0 0 0 0 1 0 0 
Exit 0 0 0 5 0 3 0 0 0 
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  EMP11 EMP12 EMP13 EMP14 EMP15 EMP16 
MGR1
1 
EMP17 EMP18 
Helplessness 0 0 0 0 0 0 0 0 0 
Ingroup Favoritism 0 0 0 0 0 0 0 0 0 
Job Loss 0 1 1 1 2 4 9 10 1 
Job Stress 0 0 1 4 0 2 5 5 0 
Loyalty 0 0 0 0 0 0 0 0 0 
Negative Affect 0 0 3 0 0 1 0 1 0 
Neglect 0 0 0 0 0 0 0 0 0 
Noise 0 0 0 0 0 0 1 0 1 
Organizational Cynicism 0 0 0 0 0 0 0 0 0 
Perceptions 0 0 0 0 0 0 0 0 0 
Perceptions/Change Fatigue 1 0 1 0 0 0 0 0 0 
Perceptions/Perception 0 0 3 2 0 1 7 9 0 
Perceptions/Perception of Politics 0 0 0 0 0 0 0 0 0 
Positive Affect 0 5 3 1 3 2 1 1 1 
Powerlessness 0 0 0 0 0 0 0 0 0 
Pride 0 0 0 1 0 0 3 3 1 
Resilience 0 0 0 0 0 0 5 2 1 
Self 0 0 0 0 0 0 0 0 0 
Self/Personal Identity 0 0 0 0 0 0 0 0 0 
Self/Personality 3 0 0 0 0 1 5 5 1 
Self/Sensemaking 7 4 6 23 4 10 0 2 2 
Social Identity 0 0 3 6 0 3 8 8 3 
Self-Efficacy 0 0 0 0 0 0 8 11 1 
Work Alienation 0 0 0 0 0 0 0 0 0 
Employee Needs Family 0 0 0 0 0 0 0 0 0 
Career 0 0 0 0 0 0 0 0 1 
Expectations 7 0 0 1 0 2 0 0 0 
Job Autonomy 0 0 0 1 0 0 0 0 0 
Job Satisfaction 0 0 0 0 0 0 2 2 0 
Needs 3 5 6 3 1 4 2 3 2 
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  EMP11 EMP12 EMP13 EMP14 EMP15 EMP16 
MGR1
1 
EMP17 EMP18 
Organisational Justice 1 0 0 0 0 0 0 0 0 
Perceived Social Impact 0 0 0 0 0 0 1 3 0 
Person-Oriented Skills 0 0 0 0 0 0 9 11 0 
Respect 0 0 0 0 0 0 4 3 0 
Task Significance 0 0 0 0 0 0 4 9 5 
Values 0 0 0 0 0 0 2 2 0 
Voice 0 0 3 0 0 2 3 3 0 
Work-Life Balance 0 0 0 0 0 0 2 3 0 
Leadership Family 0 0 0 0 0 0 0 0 0 
Authenticity 0 0 0 0 0 0 0 0 0 
Change Leadership 1 0 1 0 0 0 0 0 0 
Engagement 0 1 0 0 1 0 3 2 0 
Hubris 0 0 0 0 0 0 0 0 0 
Leader Bullying 0 0 0 0 0 0 0 0 0 
Leadership 0 0 5 7 1 1 6 6 2 
Leadership Style 0 0 0 0 0 0 0 0 0 
Lip service 1 0 0 0 0 0 0 1 1 
Political Activity 1 0 0 0 0 0 2 5 7 
Political Behaviour 0 2 2 2 0 0 0 0 0 
Political Skill 0 0 0 0 0 0 0 1 1 
Political Will 0 0 0 0 0 0 0 0 0 
Respectful Leadership 0 0 0 0 0 0 0 0 0 
Trust 0 0 3 1 0 1 2 2 1 
Management Family 0 0 0 0 0 0 0 0 0 
Groupthink 0 0 0 0 0 0 3 2 0 
Job Performance 0 0 0 0 0 0 5 5 0 
Performance Management 0 0 0 0 0 0 0 0 0 
Planning 0 0 0 0 0 0 0 0 0 
Planning\Change driver 0 0 0 0 0 0 3 12 12 
Planning\Strategy 4 0 2 0 0 0 2 0 0 
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  EMP11 EMP12 EMP13 EMP14 EMP15 EMP16 
MGR1
1 
EMP17 EMP18 
Planning\Succession Planning 0 0 0 0 0 1 3 3 0 
Reusability 0 0 0 0 0 1 0 0 0 
Support 0 0 0 0 0 0 0 0 0 
Support\POS 2 0 0 0 0 0 2 0 1 
Support\PSS 5 0 0 1 0 3 12 15 3 
Structures Family 0 0 0 0 0 0 0 0 0 
Diversity 0 0 0 0 0 0 10 8 0 
Embeddedness 0 0 0 0 0 0 1 1 2 
Emotional Labour 0 0 0 0 0 0 0 0 0 
Hierachical 1 0 0 0 0 0 0 0 0 
Inclusion 0 0 3 0 0 2 0 0 0 
Informal Networks 0 0 1 2 0 0 3 8 3 
Information Sharing 10 0 1 2 0 2 15 14 8 
Ingroup 0 0 0 1 0 0 1 0 1 
Outgroup 0 0 2 9 1 3 1 2 0 
Performance-Pay/Reward 0 0 0 0 0 0 0 0 1 
Real World 0 0 0 0 0 0 0 0 0 
Task-Oriented Skills 0 1 0 2 0 1 0 4 0 
Work Role 7 1 1 3 0 2 0 3 1 
astonished 0 0 0 0 0 0 0 0 0 
crying 0 0 0 0 0 0 0 0 0 
disappointed 0 0 0 0 0 0 0 0 0 
embarrassed 0 0 0 0 0 0 0 0 0 
grinning 1 0 0 0 0 0 7 11 9 
laugh out loud 0 0 0 0 0 0 0 0 0 
laughing 1 0 0 0 0 0 4 2 1 
pouting 0 0 0 0 0 0 0 0 0 
Total 92 47 89 107 26 88 228 332 141 
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Focus Group Level 
  
Mgr. Focus 
Group1 
Mgr. Focus 
Group 2 
Emp. Focus 
Group 1 
Emp. Focus 
Group 2 
Emp. Focus 
Group 3 
Emp. Focus 
Group 4 
Thinking 46 87 73 58 71 145 
Change Management Family 0 0 0 0 0 0 
Challenges 0 0 4 7 10 0 
Change Agent 3 5 0 0 0 0 
Change Consultant 0 1 0 0 0 0 
Change Execution 17 44 3 16 4 2 
Change Transition 1 2 0 2 0 0 
Decision Making 0 7 0 0 0 1 
Enablers 0 0 0 0 0 0 
Message 6 5 3 10 0 4 
Results 7 8 1 3 0 0 
Rumour 4 1 1 1 0 0 
Time 0 3 0 0 0 2 
Trial and Error 0 2 1 0 0 0 
Public Service Family 0 0 0 0 0 0 
Bureaucracy 0 4 0 0 0 2 
Buzzword 0 2 0 0 0 1 
Cognitive Dissonance 0 1 0 0 0 0 
Consolidation & Streamlining 1 2 0 2 2 0 
Continuous Change 3 3 9 7 2 2 
Customer Service 12 4 8 2 5 4 
Effectiveness 0 3 3 1 0 7 
Efficiency 6 9 3 10 0 7 
Fragmentation 8 1 0 1 0 3 
Privatisation 6 2 2 1 0 0 
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Mgr. Focus 
Group1 
Mgr. Focus 
Group 2 
Emp. Focus 
Group 1 
Emp. Focus 
Group 2 
Emp. Focus 
Group 3 
Emp. Focus 
Group 4 
Employee Life Family 0 0 0 0 0 0 
Adaptability 1 0 1 2 1 11 
Ambiguity 2 5 4 4 0 0 
Change Definition 7 3 2 2 4 1 
Change Dissonance 0 2 1 1 1 1 
Commitment to Change 2 2 0 0 0 0 
Curiosity 1 2 0 0 0 6 
Cynicism towards change 0 8 1 0 2 0 
Emotional Dissonance 2 1 0 0 0 1 
Exit 2 2 2 0 3 0 
Helplessness 0 4 11 0 0 0 
Ingroup Favoritism 0 3 0 0 0 0 
Job Loss 5 3 3 4 4 5 
Job Stress 8 1 6 2 5 3 
Loyalty 0 3 0 0 0 0 
Negative Affect 8 8 5 0 2 1 
Neglect 0 0 2 0 0 0 
Noise 0 1 0 0 0 2 
Organizational Cynicism 0 0 1 2 0 0 
Perceptions 0 0 0 0 0 0 
Perceptions/Change Fatigue 4 2 0 2 1 0 
Perceptions/Perception 1 0 0 0 3 6 
Perceptions/Perception of Politics 0 0 3 2 0 0 
Positive Affect 3 2 3 0 6 2 
Powerlessness 2 3 6 0 0 0 
Pride 2 0 2 1 1 5 
Resilience 0 0 0 0 0 4 
Self 0 0 0 0 0 0 
Self/Personal Identity 0 0 4 0 0 0 
Self/Personality 2 1 2 2 1 6 
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Mgr. Focus 
Group1 
Mgr. Focus 
Group 2 
Emp. Focus 
Group 1 
Emp. Focus 
Group 2 
Emp. Focus 
Group 3 
Emp. Focus 
Group 4 
Self/Sensemaking 6 1 5 24 21 2 
Social Identity 1 0 5 2 5 4 
Self-Efficacy 0 1 0 0 0 9 
Work Alienation 2 0 4 0 0 0 
Employee Needs Family 0 0 0 0 0 0 
Career 4 0 0 0 0 1 
Expectations 6 6 3 9 2 0 
Job Autonomy 0 0 1 0 1 0 
Job Satisfaction 0 1 1 0 0 1 
Needs 10 5 6 4 11 5 
Organisational Justice 2 0 3 2 0 0 
Perceived Social Impact 3 2 0 0 0 4 
Person-Oriented Skills 1 0 0 1 0 5 
Respect 0 0 1 2 0 2 
Task Significance 3 2 1 0 0 9 
Values 4 0 0 0 0 4 
Voice 5 5 7 0 2 2 
Work-Life Balance 0 0 2 0 0 4 
Leadership Family 0 0 0 0 0 0 
Authenticity 1 4 1 0 0 0 
Change Leadership 1 18 3 2 1 0 
Engagement 0 4 1 0 2 2 
Hubris 0 4 0 0 0 0 
Leader Bullying 0 2 0 0 0 0 
Leadership 9 16 6 0 7 4 
Leadership Style 0 4 0 0 0 0 
Lip service 0 2 0 1 0 1 
Political Activity 0 3 0 1 0 4 
Political Behaviour 1 2 1 1 1 0 
Political Skill 0 1 0 0 0 1 
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Mgr. Focus 
Group1 
Mgr. Focus 
Group 2 
Emp. Focus 
Group 1 
Emp. Focus 
Group 2 
Emp. Focus 
Group 3 
Emp. Focus 
Group 4 
Political Will 0 0 0 0 0 0 
Respectful Leadership 0 3 2 0 0 0 
Trust 5 9 4 0 5 5 
Management Family 0 0 0 0 0 0 
Groupthink 0 4 0 0 0 1 
Job Performance 4 3 0 0 0 3 
Performance Management 2 2 1 0 0 0 
Planning 0 0 0 0 0 0 
Planning\Change driver 1 2 0 0 0 6 
Planning\Strategy 6 4 2 3 2 2 
Planning\Succession Planning 0 1 0 0 1 4 
Reusability 1 4 3 1 1 0 
Support 0 0 0 0 0 0 
Support\POS 1 3 2 1 0 3 
Support\PSS 10 3 4 2 4 10 
Structures Family 0 0 0 0 0 0 
Diversity 0 0 0 0 0 4 
Embeddedness 1 1 0 2 0 4 
Emotional Labour 2 1 0 0 0 0 
Hierachical 1 2 0 2 0 0 
Inclusion 0 9 5 0 2 0 
Informal Networks 4 0 3 0 1 10 
Information Sharing 8 19 19 8 2 13 
Ingroup 0 5 0 0 1 2 
Outgroup 4 1 0 1 15 3 
Performance-Pay/Reward 0 2 0 0 0 1 
Real World 0 3 0 0 0 0 
Task-Oriented Skills 1 4 0 0 4 4 
Work Role 12 5 12 8 4 3 
astonished 0 1 0 0 0 0 
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Mgr. Focus 
Group1 
Mgr. Focus 
Group 2 
Emp. Focus 
Group 1 
Emp. Focus 
Group 2 
Emp. Focus 
Group 3 
Emp. Focus 
Group 4 
crying 0 2 0 0 0 0 
disappointed 0 3 0 1 0 0 
embarrassed 0 2 0 0 0 0 
grinning 0 2 8 4 0 27 
laugh out loud 0 13 9 1 0 0 
laughing 0 7 12 1 0 9 
pouting 0 2 0 0 0 0 
Total 294 457 307 229 223 412 
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Appendix H – Definition of Codes and Families 
Family  Code Description # 
Change 
Management 
Family 
   
The elements or factors that enhances 
the progress of the change. 
 
  1 Challenges A demanding or stimulating situation 30 
  2 
Change Agent Change agent acts as a feedback 
mechanism ensuring transitions between 
states of stability while helping to diffuse 
or dissipate resistance (Based upon 
Lewin's planned change). Caldwell, 
2005. 11 
  3 
Change 
Consultant 
"seeks to act as an ‘unbiased’ facilitator 
positively involved in consultative or 
consensus-seeking interventions based 
on feedback and group ownership". 
Caldwell, 2005 1 
  4 
Change 
Execution 
"Ability to formulate and guide the 
implementation of a credible change 
plan with appropriate goals, resources, 
metrics and review mechanisms". Higgs 
& Rowland, 2001 96 
  5 
Change 
Transition 
act of passing from the present state to 
the future state 5 
  6 Decision Making Cognitive process of reaching a decision 8 
  7 
Enablers Enhancing factors to the proper 
functioning of the organisation and its 
stakeholders. 0 
  8 
Message Substance of the communication 
(content). 39 
  9 Results Happen as a consequence 29 
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Family  Code Description # 
  10 
Rumour "The commonly accepted understanding 
of rumour is that it is talk that is 
unsubstantiated by authority or evidence 
as to its authenticity or truth. This 
suggests that rumours are hypotheses 
(unconfirmed propositions) whereby 
message transmission takes place in 
such a way that the recipient does not 
quite know whether or not to believe the 
message".  Michelson & Mouly, 2000 10 
  11 Time Duration of the activity 11 
  12 Trial and error Experimenting until a solution is found 3 
Public 
Service 
Family 
 
  
Factors specific to the PS environment or 
setting. 
 
  1 
Bureaucracy An organization in which action is 
obstructed by insistence on unnecessary 
procedures and red tape 7 
  2 
Buzzword Words or phrases with no meaning or 
that have become nonsense through 
endless repetition 4 
  3 
Cognitive 
Dissonance 
"The reality which impinges on a person 
will exert pressures in the direction of 
bringing the appropriate cognitive 
elements into correspondence with that 
reality" Festinger, 1957. 1 
  4 
Consolidation & 
Streamlining 
The act of consolidating services from 
various public departments and agencies 
to one and then rationalising those 
services 14 
  5 
Continuous 
Change 
Persistent change. 
31 
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Family  Code Description # 
  6 
Customer 
Service 
"Customer service is a management 
strategy that focuses on meeting 
customer expectations. It is based on 
the concept that the organization will 
reach its goals effectively and efficiently 
through satisfaction of the customer. 
With this orientation of identifying, 
understanding and focusing on customer 
needs, processes are designed to satisfy 
customer expectations. Once the 
processes are designed, it is often 
necessary for management to implement 
changes that will support performance. 
... Although each customer is unique, 
there are common expectations, which 
include communication, information, 
responsiveness, problem resolution, and 
on-time, reliable, consistent service 
delivery". Wagenheim & Reurink, 1991 54 
  7 
Effectiveness "In management and business 
administration organizations are 
regarded as contrived entities establish 
as vehicles for the owners 
(founders/mandators) so that they can 
achieve their goals. Goal attainment is 
therefore the central issue and the basic 
definition of effectiveness in 
management theory as well as for 
private enterprises and public agencies." 
Andersen, 2006 21 
  8 
Efficiency Skilfulness in avoiding wasted time, 
effort or expense 46 
  9 Fragmentation Divided with poor connective parts. 20 
  10 
Privatisation Changing something from state to 
private ownership or control 11 
Employee 
Life Family 
 
  
Factors specific to the life of the public 
servant.  
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Family  Code Description # 
  1 
Adaptability The ability to change (or be changed) to 
fit changed circumstances; The ability to 
adapt or conform oneself to new or 
different conditions 21 
  2 
Ambiguity "involving uncertainty, contradictions 
that can not be resolved or reconciled, 
absence on agreement on boundaries, 
clear principles or solutions". Alvesson, 
1993 21 
  3 
Change 
Definition 
What change means from the 
participant's perspective 25 
  4 
Change 
Dissonance 
Occurs when change execution approach 
is not aligned with change objectives - 
researcher's definition for change 
dissonance 7 
  5 
Commitment to 
change 
"a mindset that binds an individual to a 
course of action deemed necessary for 
the successful implementation of a 
change initiative". Herscovitch & Meyer, 
2002, pp. 475 6 
  6 
Curiosity "Curiosity is the propensity to recognize 
and seek out new information and 
experience, including an intrinsic interest 
in learning and developing one’s 
knowledge." Kashdan et al., 2013 9 
  7 
Cynicism 
towards change 
"Cynicism towards change is a cognitive 
attitude that represents a lack of belief in 
the positive outcome of a change due to 
the incompetence of those responsible 
for the change, and is manifested in 
higher resistance, lowered job 
satisfaction, reduced commitment, and 
deterred citizenship behaviors". Ferres & 
Connell, 2004 13 
  8 
Emotional 
Dissonance 
"occurs when expressed emotions satisfy 
feeling rules, but clash with inner 
feelings." Rafaeli & Sutton, 1987 4 
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Family  Code Description # 
  9 
Exit "Exit refers to leaving an organization by 
quitting, transferring, searching for a 
different job, or thinking about quitting." 
Rusbult et al., 1988 14 
  10 
Helplessness "Helplessness is defined as the state that 
occurs when an individual perceives that 
a given outcome is independent of his or 
her behavior". Ashforth, 1989 18 
  11 
Ingroup 
Favoritism 
"where members of one’s own group 
receive preferential treatment". Lewis & 
Sherman, 2003 3 
  12 Job Loss Laid off. 32 
  13 
Job Stress "An uncomfortable and undesirable 
feeling experienced by an individual 
`who is required to deviate from normal 
or self-desired functioning in the work 
place as the result of opportunities, 
constraints, or demands relating to 
potentially important workrelated 
outcomes". Sosik & Godshalk 2000 28 
  14 
Loyalty "Loyalty means passively but 
optimistically waiting for conditions to 
improve—giving public and private 
support to the organization, waiting and 
hoping for improvement, or practicing 
good citizenship." Rusbult et al., 1988 3 
  15 
Negative Affect "Negative Affect (NA) is a general 
dimension of subjective distress and 
unpleasurable engagement that 
subsumes a variety of aversive mood 
states, including anger, contempt, 
disgust, guilt, fear, and nervousness, 
with low NA being a state of calmness 
and serenity". Watson et al., 1988 33 
  16 
Neglect "Neglect refers to passively allowing 
conditions to deteriorate through 
reduced interest or effort, chronic 
lateness or absences, using company 3 
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Family  Code Description # 
time for personal business, or increased 
error rate." Rusbult et al., 1988 
  17 
Noise Disruption of established ways of doing 
and being by the introduction of 
interruptive action into the space 
between organizational order and chaos. 
Clegg et al., 2004 3 
  18 
Organizational 
Cynicism 
"Organizational cynicism is an attitude 
that one holds about his or her 
employing organization." Davis & 
Gardner, 1984 3 
  19 Perceptions Conscious understanding of something 28 
  20 
Change fatigue "change fatigue — a perception that too 
much change is taking place". Bernerth 
et al., 2011 9 
  21 Perception A way of conceiving something 13 
  22 
Perception of 
Politics 
Perception of political behaviours 
6 
  23 
Positive Affect "Positive Affect (PA) reflects the extent 
to which a person feels enthusiastic, 
active, and alert. High PA is a state of 
high energy, full concentration, and 
pleasurable engagement, whereas low 
PA is characterized by sadness and 
lethargy." Watson et al., 1988 20 
  24 
Powerlessness "Powerlessness is defined as a lack of 
autonomy and participation". Ashforth, 
1989 11 
  25 
Pride The psychological state which is 
"generated by apraisals that one is 
commitment responsible for a socialy 
valued outcome or for being a socialy 
valued person". Boezeman & Elemers, 
2008 13 
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Family  Code Description # 
  26 
Resiliency "resiliency is the positive psychological 
capacity to rebound, to 'bounce back' 
from adversity, uncertainty, conflict, 
failure or even positive change, progress 
and increased responsibilities". Luthans, 
2002 5 
  27 Self Related to the individual. 103 
  28 
Personal Identity "Personal identity is the individuated self 
- those characteristics that differentiate 
one individual from others within a given 
social context." Brewer, 1991 4 
  29 
Personality The complex of all the attributes--
behavioral, temperamental, emotional 
and mental--that characterize a unique 
individual 14 
  30 
Sensemaking "Sensemaking is a conversational and 
narrative process through which people 
create and maintain an intersubjective 
world." Balogun & Johnson, 2004 85 
  31 
Social Identity  "Social identities are categorizations of 
the self into more inclusive social units 
that depersonalize the selfconcept, 
where I becomes we." Brewer, 1991 22 
  32 
Self-Efficacy "Perceived self-efficacy concerns 
people's beliefs in their capabilities to 
mobilize the motivation, cognitive 
resources, and courses of action needed 
to exercise control over events in their 
lives." Wood & Bandura, 1989 11 
  33 
Work Alienation ""work alienation," the individual comes 
to desire no more than what the status 
quo affords.Work alienation is defined as 
a cognitive sense of separation of the 
individual from work and the workplace, 
that is, a lack of job involvement and 
organizational identification". Ashforth, 
1989 6 
Employee 
Needs Family 
 
  
Employees need in times of change or to 
function in the work environment.  
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Family  Code Description # 
  1 
Career "a process of development of the 
employee along a path of experience 
and jobs in one or more organizations”. 
Baruch, 2006 7 
  2 
Expectations  Something that is required or requested. 
Note: Vroom Expectancy Theory 34 
  3 
Job Autonomy The amount of freedom an employee 
has to schedule his work and to 
determine the procedures to be used in 
carrying it out. Hackman & Oldham, 
1976 3 
  4 
Job Satisfaction "the degree of value fulfillment 
concerning the work setting". Decker & 
Van Quaquebeke, 2014 5 
  5 
Needs What is required for the change to be 
accepted and supported. 71 
  6 
Organisation 
Justice 
"members' sense of the moral propriety 
of how they are treated". Cropanzano et 
al., 2007 7 
  7 
Perceived Social 
Impact 
"perceived social impact describes the 
extent to which employees feel that their 
own actions improve the welfare of 
others" Grant, 2008 9 
  8 
Person-Oriented 
Skills 
"Person-oriented skills include behaviors 
that promote collaborative interaction 
among organization members, establish 
a supportive social climate, and promote 
management practices that ensure 
equitable treatment of organization 
members". Battilana et al., 2010 12 
  9 
Respect "Acknowledgement of the equivalence of 
another person, referred to as 
"recognition respect" or respect for 
persons. The second kind is an 
acknowledgement of expertise or skill 
referred to as "appraisal respect" or 
respect for work." Van Quaquebeke et 
al., 2009 8 
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Family  Code Description # 
  10 
Task 
Significance 
"the extent to which a job provides 
opportunities to improve the welfare of 
others". Hackman & Oldham, 1976 16 
  11 
Values "the beliefs held by an individual or 
group regarding means and ends 
organizations "ought to" or "should" 
identify in the running of the enterprise, 
in choosing what business actions or 
objectives are preferable to alternate 
actions, or in establishing organizational 
objectives." Enz, 1988 15 
  12 
Voice "Voice describes actively and 
constructively trying to improve 
conditions through discussing problems 
with a supervisor or co-workers, taking 
action to solve problems, suggesting 
solutions, seeking help from an outside 
agency like a union, or whistle-blowing." 
Rusbult et al., 1988 23 
  13 
Work-Life 
Balance 
"The relative importance of work and 
personal life to a particular individual." 
Wiktionary 13 
Leadership 
Family 
 
  
Factors surrounding the leadership 
concept.  
  1 
Authenticity "Owning one's personal experiences, 
including one's thoughts, emotions, 
needs, desires, or beliefs. Hence, it 
involves being self-aware and acting in 
accord with one's true self by expressing 
what one genuinely thinks and believes". 
Gardner et al., 2011 10 
  2 
Change 
Leadership 
"Ability to influence and enthuse others, 
through personal advocacy, vision and 
drive, and to access resources to build a 
solid platform for change". Higgs & 
Rowland, 2001 33 
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Family  Code Description # 
  3 
Engagement "the degree to which an individual is 
attentive and absorbed in the 
performance of their roles...Furthermore, 
engagement involves the active use of 
emotions and behaviors in addition to 
cognitions." Saks, 2006 30 
  4 Hubris Hubris/arrogance 4 
  5 
Leader Bullying "leader bullying represents strategically 
selected tactics of influence by leaders 
designed to convey a particular image 
and place targets in a submissive, 
powerless position whereby they are 
more easily influenced and controlled, in 
order to achieve personal and/or 
organizational objectives". Ferris et al., 
2007 2 
  6 
Leadership "Leadership is involved in achieving 
results with and through others". 
Andersen, 2006 57 
  7 
Leadership Style "leaders’ characters, abilities and 
behaviours". Sarti, 2014 4 
  8 
Lip service An expression of agreement that is not 
supported by real conviction or 
pretending with intention to deceive 4 
  9 
Political Activity "political activity is directed toward 
obtaining valued organizational 
resources and rewards". Treadway et al., 
2005 9 
  10 
Political 
Behaviour 
"the management of influence to obtain 
ends not sanctioned by the organization 
or to obtain sanctioned ends through 
non-sanctioned means". Mayes & Allen, 
1977 10 
  11 
Political Skill "the ability to effectively understand 
others at work, and to use such 
knowledge to influence others to act in 
ways that enhance one's personal and/or 
organizational objectives". Treadway et 
al., 2005 3 
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Family  Code Description # 
  12 
Political Will "Political will represents an actor's 
willingness to expend energy in pursuit 
of political goals, and it is viewed as an 
essential precursor to engaging in 
political behavior. To engage in political 
behavior, employees must leverage 
organizational power". Treadway et al., 
2005 2 
  13 
Respectful 
Leadership 
"A set of judgments relating to the 
perceived worthiness, ethical behaviors 
and shared values that exist between 
leader and follower". Clarke, 2011 5 
  14 
Trust “Trust is a psychological state comprising 
the intention to accept vulnerability 
based upon positive expectations of the 
intentions or behavior of another”. 
Rousseau et al., 1998 32 
Management 
Family 
 
 
Factors surrounding the management 
concept.  
  1 
Groupthink "A quick and easy way to refer to the 
mode of thinking that persons engage in 
when concurrence-seeking becomes so 
dominant in a cohesive ingroup that it 
tends to override realistic appraisal of 
alternative courses of action." Janis, 
1971 5 
  2 
Job Performance "Job performance refers to the 
effectiveness of individual behaviors that 
contribute to organizational objectives". 
Grant, 2008 11 
  3 
Performance 
Management 
"activities which ensure that goals are 
consistently being met in an effective 
and efficient manner". Wikipedia 9 
  4 
Planning The activities needed for preparation for 
organisational change. 48 
  5 Change driver Factor contributing to the change 17 
  6 
Strategy "Pattern in actions" Mintzberg & Waters, 
1985 23 
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  7 
Succession 
Planning 
"Succession planning is a strategic 
approach to ensure that necessary talent 
and skills will be accessible when 
required, and that essential knowledge 
and abilities will be maintained when 
employees in critical positions leave." 
Gandhi & Kumar, 2014 8 
  8 Reusability Capable of being used again 12 
  9 
Support Assistance or perception of assistance to 
employees. 51 
  10 
Perceived 
Organisation 
Support (POS) 
Global beliefs concerning the extent to 
which the organization values the 
contributions and cares about the well-
being of employees. Eisenberg et al., 
1986 12 
  11 
Perceived 
Supervisor 
Support (PSS) 
General beliefs concerning the degree to 
which supervisors value the contributions 
and care about the well-being of 
employees. Eisenberger et al., 2002 39 
Structures 
Family 
 
  
Factors, resources and rules that 
constrain and enhance the human 
interaction.  
  1 
Diversity "the varied perspectives and approaches 
to work that members of different 
identity groups bring". Quinetta, 2006 5 
  2 
Embeddedness "refers to the state of dependence of a 
company on its suppliers and customers 
in a particular supply network structure". 
Choi & Kim, 2008 15 
  3 
Emotional 
Labour 
"the effort, planning, and control needed 
to express organizationally desired 
emotion during interpersonal 
transactions". Morris & Feldman, 1996 3 
  4 Hierarchical Classified in various layers. 5 
  5 
Inclusion "the extent to which individuals can 
access information and resources, are 
involved in work groups, and have the 
ability to influence decision-making 
processes". Quinetta, 2006 26 
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  6 
Informal 
Networks 
"networks where individuals are 
connected based on their social or 
personal relationships rather than work 
or task related relationships." Awazu, 
2004 21 
  7 
Information 
Sharing 
The process of distribution of 
information vertically and horizontally. 102 
  8 
Ingroup "A set of people who perceive each other 
as having something in common". 
Triandis & Trafimov, 2003 12 
  9 
Outgroup "A set of people who are not members 
of the ingroup". Triandis & Trifamov, 
2003 27 
  10 
Performance-
Pay/Reward 
See Wiebel et al., 2010 
3 
  11 
Real World The practical world as opposed to the 
academic world or the theoretical world. 3 
  12 
Task-Oriented 
Skills 
"Task-oriented skills are those related to 
organizational structure, design, and 
control, and to establishing routines to 
attain organizational goals and 
objectives". Battilana et al., 2010 13 
  13 
Work Role "Patterns of behaviors that are perceived 
by organizational members to be 
expected or required". (Dierdorff & 
Rubin, 2007) 65 
Thinking 
 
Thinking Thinking time (hum, euh, pause) 1063 
Emoticons 
 
   159 
  1 Astonished   1 
  2 Crying   2 
  3 disappointed   8 
  4 embarrassed   2 
  5 grinning   45 
  6 laugh out loud   30 
  7 laughing   69 
  8 pouting   2 
Table 12: List of Codes and Families with Definitions 
